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Abstract 
Software as a Service (SaaS) applications provide small and medium enterprises 
(SMEs) with affordable access to innovative enterprise software through cloud. 
SMEs can eliminate their hardware and software purchase costs with usage-based 
pricing models offered by SaaS vendors. Hence, SaaS can address some of the 
SMEs’ traditional constraints (i.e. limited financial, human, technical resources) 
associated with the leveraging of new IS/IT innovations. Although SaaS can 
overcome some limitations for SMEs, how SMEs can leverage SaaS is largely 
unknown.  
Enterprises need IS capabilities and organisational complementarities to realise 
business benefits with the use of IS artefacts. However, existing empirical studies are 
based on the use of traditional IS resources by large enterprises. Knowledge is scant 
on the IS capabilities and organisational complementarities needed by SMEs for 
leveraging SaaS. Using the multi-case method, this study conducted an exploration 
with nine firms to identify the IS capabilities and organisational complementarities 
needed for SMEs’ success with SaaS. 
The data was collected from three small IT firms, three medium size non-IT 
firms. All SMEs were growth-oriented and early adopters of technology. Data was 
also collected from three SaaS intermediaries for the triangulation of externally 
sourced IS capabilities.  Twenty-two interviews were conducted with management 
and operational users in each firm. NVivo was used to complete the within-case and 
cross case analysis of the data. This identification of IS capabilities were primarily 
deductive based an activity based a-priori framework. The organisational 
complementarities were identified through inductive and deductive combination. 
This study makes specific contributions to knowledge and practice. Firstly, it 
proposes a SaaS for SME success model to explain how IS capabilities and 
organisational complementarities contribute to SMEs’ effective and enhanced use of 
SaaS for achieving basic and advanced benefits. The real world contributions are: a) 
guidelines for SMEs’ success with SaaS based on basic and advanced models, and b) 
policy considerations for government organisations to support and enable growth-
oriented SMEs with leveraging of digital capabilities. 
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Chapter 1: Introduction 
The transformation of information technology (IT) resources delivery as internet-
based service utilities impacts all organisations in terms of how firms can achieve 
benefits with IT. Particularly, Software as a Service (SaaS) applications provide a 
common and affordable access to innovative enterprise software for small, medium 
and large firms. However, small and medium enterprises (SMEs) are not large and 
face challenges with the use of IT due to resource constraints. SaaS can address 
SMEs’ financial constraints by replacing upfront capital costs with affordable 
operational expenses. Hence, an explanation of how SMEs can achieve benefits with 
the use of SaaS can be valuable for SMEs. Information system (IS) capabilities and 
organisational complementarities are identified as necessary for business benefits 
with IT by IS research. However, the current knowledge is based on large 
organisations’ use of traditional IT artefacts. The knowledge is scant on the IS 
capabilities and complementarities needed by SMEs to source and leverage SaaS. 
This research addresses this gap through an exploration of the IS capabilities and 
organisational complementarities needed by SMEs’ success with SaaS. 
1.1 RESEARCH SIGNIFICANCE 
The SaaS market is projected to be the largest public IT cloud services category, 
capturing 59.7% of $108 billion in global revenues by 2017 as users shift focus from 
technology cost savings to innovation (IDC 2013). SaaS applications can be accessed 
over the internet with usage-based pricing by users as the underlying infrastructure is 
managed by vendors (Mell and Grance 2011b). SaaS can offer user firms 
technology-specific benefits (ease of access, speed of deployment, reliability, 
scalability) (Waters 2005) and business benefits (total cost of ownership reduction, 
improve productivity, business intelligence) (McAfee 2011) for all firms. The 
ownership of hardware and software by SaaS vendors can provide significant cost 
savings to SaaS user firms. Hence, this study posits that SaaS can eliminate the 
upfront financial capital required for hardware and software license purchases as well 
as recurring upgrade costs for all firms particularly for SMEs. SMEs are anticipated 
to significantly benefit from innovations originating from SaaS (Haselmann and 
Vossen 2011). 
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SMEs account for 99% of the firms and also contribute between 50% and 75% 
of the industry value added in developed economies (OECD 2010). In Australia, 
SMEs employed 7.3 million people and contributed to 70% value added in 2011 
(ABS 2012). Empirical analysis of SMEs’ hiring patterns over 10 years reported that 
a) only 4% of growth-oriented SMEs had created more than 50% of jobs in a decade 
after their inception and b) the number of SMEs that aspire to grow is much higher 
than the SMEs that realise growth, due to many barriers (Storey 2000). The process 
of growing a start-up firm is a management challenge and influenced by factors such 
as founder’s characteristics, business and human resource management practices 
(Barringer et al. 2005).  The formation and execution of effective policies to increase 
in the net job creation requires a rich and nuanced understanding  complex  dynamics 
underlying SME life cycles (Haltiwanger et al. 2012). Also, OECD (2010) identified 
the need to enhance the capabilities of active SMEs for addressing their demands 
from the globalisation of economies.  
Such complexities and demands of SME business dynamics explicate the need 
to review government policies for SMEs and increase the investments focus to 
develop the capabilities required SMEs’ growth. This study posits that the internet-
based access to computing resources such as SaaS provides new opportunities (e.g. 
reaching out to geographically distributed customers) as well as threats (e.g. 
competition from remote geographies) for growth-oriented SMEs. The delivery of 
complex and innovative enterprise applications such as SaaS is described as a 
paradigm shift compared to the traditional in-house software in terms of value 
creation structures (Hilkert et al. 2010). In particular, affordable pricing models of 
SaaS provide SMEs with access to the same enterprise technology that is used by 
large enterprises by eliminating the investments needed for hardware and software 
purchases. However, SMEs are not large enterprises and face challenges in terms of 
leveraging IT including ERP and e-commerce applications (Heenetigala and 
Armstrong 2009; Levy and Powell 2000; Taylor and Murphy 2004). Although the 
use of SaaS applications can overcome some limitations for SMEs (particularly 
financial capital requirements), how SMEs can achieve benefits with SaaS is largely 
unknown. 
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This study aims to address this gap by investigating six SMEs that are 
leveraging SaaS applications to address their growth aspirations. The next section 
elaborates on this research problem and the questions designed to address this quest. 
1.2 RESEARCH PROBLEM AND QUESTIONS 
SMEs continue to face challenges with the leveraging from IS/IT artefacts including 
ERP and e-business applications due to their resource constraints (financial, technical 
and human) (Levy and Powell 2000; Mathrani and Viehland 2009; Taylor and 
Murphy 2004). However, SaaS can address some of these constraints with: a) the 
elimination of large capital expenses for purchasing hardware/software, b) the 
affordable usage based pricing models, and c) vendor maintenance of hardware and 
software underlying SaaS. SMEs are also anticipated to significantly benefit from 
innovations originating from SaaS (Haselmann and Lipsky 2012; Haselmann and 
Vossen 2011). Therefore, the research problem is how SMEs can leverage SaaS. For 
leveraging SaaS, the focus is particularly on the achievement of business benefits 
with use of SaaS.  
1.2.1 Research Questions 
This study aims to address this research problem by addressing three research 
questions. 
RQ1: How are SMEs sourcing and leveraging SaaS? 
1.1: How are SMEs sourcing SaaS? 
1.2: How are SMEs leveraging SaaS? 
The first question is designed to get an understanding of the main activities of 
SMEs in relation to SaaS. This involves the sourcing of SaaS as well as the 
leveraging of SaaS. SaaS is described as a delivery model which provides access to 
customers’ business functions remotely (normally using the internet) as a service 
(Sun et al. 2007). The sourcing of SaaS can involve purchasing business services for 
a given price in the vendor-defined SLAs as well as renting a fine-grained software 
application from another firm and extending it further (Gold et al. 2004). As SMEs 
always have to source SaaS from external service providers, the first investigative 
question is focused on how SMEs are sourcing SaaS applications.    
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The next sub-question aims to understand and explain SaaS leveraging by 
analysing how SMEs make use of SaaS applications within their day-to-day tasks 
and achieve business benefits. This study adopts two variations of use, namely 
effective use (Burton-Jones and Grange 2013) and enhanced use (Bagayogo et al. 
2014) since both provide for capturing the user, task and system variables associated 
with SaaS use in SMEs. Existing knowledge on IS project benefits explain the four 
types of benefits with IS use namely transactional, informational, strategic (Mirani 
and Lederer 1998) and transformational (Gregor et al. 2006). This study adopts the 
same four benefit categories to capture the type of benefits achieved with SaaS by 
SMEs. 
RQ2: What are the IS capabilities needed by SMEs for sourcing and leveraging 
SaaS? 
2.1: What are the internal IS capabilities needed by SMEs? 
2.2: What external IS capabilities are provided by SaaS intermediaries? 
2.3: Which IS capabilities are individual level and which are firm level? 
2.4: Which IS capabilities are the responsibility of business and which are the 
responsibility of IT? 
 Insights from studies on the business value of IT (Kohli and Grover 2008; 
Melville et al. 2004) have shown that IS capabilities (Peppard and Ward 2004) and 
organisational complementarities (Powell and Dent-Micallef 1997) are important 
drivers for leveraging IS/IT and achieving business benefits. Therefore, these are 
addressed by the next two questions. 
IS researchers have explicated that firms need IS capabilities to: a) exploit IT 
resources (Feeny and Willcocks 1998a), b) leverage from external services 
(Willcocks et al. 2007), and c) deliver sustainable competitive positions (Doherty and 
Terry 2009). However, these findings are derived from investigations into how large 
organisations source and leverage traditional IT artefacts. The knowledge is scant on 
the IS capabilities required for SMEs to leverage IT (Caldeira and Ward 2002; Cragg 
et al. 2011). Based on the literature review carried out, this study also identified that 
there is no knowledge about the IS capabilities required for achieving benefits with 
SaaS as an IT resource. This is a critical knowledge gap that needs further 
exploration considering the anticipated growth of SaaS applications (Gartner 2010a) 
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and potential benefits (McAfee 2011) with SaaS use for SMEs. The second research 
question is designed to identify and describe the IS capabilities demonstrated by the 
SMEs to achieve benefits with SaaS. 
As SMEs rely upon IT intermediaries (Böhm et al. 2010), this study aims to 
identify and differentiate the IS capabilities that are internal to SME and those that 
are provided by the SaaS intermediaries. This is investigated through the first two 
questions. It also captures the level in which IS capabilities are demonstrated in 
SMEs since IS capabilities can be associated either at the individual level (Feeny and 
Willcocks 1998a) or at the firm level (Peppard and Ward 2004). Whether or not the 
IS capabilities are associated with the IS function or the user function is also 
identified, since the SME may or may not have an explicit IT function. 
RQ3: What are the organisational complementarities needed by SMEs for 
sourcing and leveraging SaaS? 
3.1: Which organisational complementarities are individual level and which 
are firm level?  
3.2: What are the relationships between organisational complementarities and 
IS capabilities? 
The third research question aims to understand the organisational 
complementarities that are working in conjunction with IS capabilities in SMEs 
achieving business benefits. IS assets and capabilities are necessary but not 
sufficient: organisations also need complementarities for sustaining the initial value 
gained from the use of IS/IT (Clemons and Row 1991; Powell and Dent-Micallef 
1997; Wade and Hulland 2004). Complementarity refers to how one resource 
position may impact another and how the relationships between those two can 
influence the performance outcomes for a firm (Teece 1986). Whether or not IS 
assets and capabilities have a direct impact on business benefits, an indirect effect 
through organisational complementarities or both direct and indirect impacts is a 
question that needs further investigation (Wade and Hulland 2004). This gap is 
further amplified for the SME context, where the adoption studies explicated the 
SME resource challenges for leveraging the new IS/IT innovations such as ERP and 
e-commerce (Buonanno et al. 2005; Ramdani et al. 2009). However, similar to IS 
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capabilities, there is no knowledge about what organisational complementarities are 
needed by SMEs to achieve benefits with SaaS. 
 The two investigative questions are designed to: a) to identify the level at 
which organisational complementarities are associated in SMEs, and b) gain an 
understanding of the nature of the relationship between IS capabilities and 
organisational complementarities in SMEs that are leveraging SaaS. 
To the best of the author’s knowledge, this is the first study that investigates 
both the IS capabilities and complementarities needed by the SMEs to source and 
leverage SaaS. The next section presents the research strategy adopted by this study 
to conduct the investigations and address the above research questions. 
1.3 RESEARCH STRATEGY 
As IS resources are being transformed into service utilities with SaaS application 
delivery, the IS knowledge about how organisations can leverage value from these 
resources needs to identify and explain the managerial and organisational 
considerations associated with the use of these service applications. The contextual 
richness of qualitative research methods such as the case study can be useful for 
explorations of such contemporary events (Myers 1997; Yin 1994). This study 
adopts the case study methodology based on: a) the contemporary nature of SaaS as 
an IS/IT resource, b) the significant impact of SMEs’ use of SaaS as an IS resource, 
and c) the scant knowledge on the IS capabilities and complementarities required for 
SMEs to source and leverage SaaS resources. 
This research addresses the research questions (Section 1.2.1) with an 
explorative study of six SME cases that had been using SaaS for two years or more. 
The selection also included high growth orientation and early technology adopting 
SMEs. The high growth orientation provided the representation for the future 
direction of selected SMEs. The high growth orientation also ensured that the study 
excluded SMEs that were in the early stages of the SME lifecycle (McMahon 1998; 
Scott and Bruce 1987). The contemporary and evolving nature of SaaS applications 
called for selection of early technology adopting SMEs. All six firms in this study 
used the SaaS application (Sales Cloud) offered by the SaaS vendor Salesforce as 
well as other SaaS applications for routine tasks. There were two reasons for 
selecting six SMEs that used Sales Cloud from Salesforce. Firstly, Salesforce is an 
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established SaaS vendor which, at the time of writing, has existed for 15 years and 
was selected as the most innovative company in the world for three consecutive years 
by Forbes (2014). Secondly, Salesforce automation applications are reported as the 
most advanced and stable SaaS applications for three years (Gartner 2013) which is 
an important consideration for the use of technology by SME firms. 
Since SMEs regularly reach out to their local IS/IT consultants for IT support, 
(Böhm et al. 2010; Gable 1991), the investigations were also conducted with three 
SaaS intermediary firms in order to identify what IS capabilities are provided by 
them for sourcing and leveraging SaaS by SME customers. The findings from the 
SaaS intermediaries are used for the triangulation of IS capabilities identified from 
the SME analysis (RQ1.3) as well as to determine what IS capabilities are really 
needed internally for SMEs. In total, twenty-two interviews were completed with 
both management and operational level users in all these firms. A thematic analysis 
was completed using a hybrid approach of inductive and deductive coding for the 
case data analysis using the NVivo tool. The knowledge and practical contributions 
resulting from this study are presented next. 
1.4 RESEARCH CONTRIBUTIONS 
This research contributes to knowledge and practice based on the findings from the 
investigations with six SMEs and three SaaS intermediaries. This study presents the 
SaaS for SME success model which provides the explanation for how IS capabilities 
and organisational complementarities contribute to SMEs’ success with SaaS (Figure 
1-1). It also provides an identification and description of the IS capabilities and 
organisational complementarities needed by SMEs for success with SaaS.  
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Figure 1-1: SaaS for SME success model 
 
The SaaS for SME success model explains how IS capabilities and 
organisational complementarities contribute to SMEs’ effective and enhanced use of 
SaaS for achieving basic and advanced benefits:  
o The basic model explains how IS capabilities and organisational 
complementarities contribute to SMEs’ implementation and effective use 
of SaaS for achieving transactional and informational benefits 
o The advanced model explains how IS capabilities and organisational 
complementarities contribute to SMEs’ novel use of SaaS features for 
achieving strategic and transformational benefits. 
The study describes the ten IS capabilities needed for SMEs’ success with 
SaaS. This includes the identification and description of two additional IS 
capabilities (information management, SaaS embeddedness), and explication of the 
expanding nature of functional users’ job characteristics and their responsibility for 
IS capabilities for SMEs’ success with SaaS. In addition, the study identifies and 
describes the organisational complementarities for SMEs’ success with SaaS 
including: 
o A description of the firm-level and individual-level complementarities 
that contribute to SMEs’ success with SaaS. 
o An explanation of the dual relationship between organisational 
complementarities and IS capabilities for SMEs’ success with SaaS. 
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1.5 LIMITATIONS AND FUTURE RESEARCH 
Due to the contemporary nature of SaaS and limited knowledge of the IS capabilities 
and complementarities needed by SMEs for success with SaaS, an explorative study 
approach with a multiple case study design was adopted. The first limitation arises 
from the case study design, as the findings can have low generalisability compared to 
survey  (Gable 1994). By adopting a multiple case study design along with 
replication logic, the external validity and analytical generalisability of the findings 
can be increased (Yin 2009). Hence, the design included six SME cases and three 
intermediary firms. However, a follow-up survey with a large population of SMEs to 
validate and increase the statistical generalisation of the findings would be very 
valuable future research. The second limitation arises from the retrospective data 
collection due to time constraints of the SME participants. Considering that 
capabilities are developed over a period of time, future studies can consider the 
longitudinal data collection strategy with SME firms. That would allow for 
explanations about how these IS capabilities are developed over a period of time and 
would extend the knowledge on IS capabilities described in this study.   
Specific limitations related to few of the IS capabilities (SaaS embeddedness, 
project management and architecture planning) identified in this study, are elaborated 
upon in Chapter 8 (Section 8.5). The discussion in Chapter 8 (Section 8.6) also 
describes how future researchers can apply and extend the proposed SaaS for SME 
success models (basic and advanced) to different groups of firms (micro SMEs, non-
growth-oriented SMEs such as family businesses and lifestyle businesses as well as 
large enterprises). 
1.6 CHAPTER CONCLUSION 
The introduction chapter explained the significance of this research within the 
context of SMEs’ leveraging of SaaS benefits through the presentation of the 
research questions, methodology, anticipated contributions and limitations. The 
structure of the overall thesis, including details of the following chapters, is given in 
Table 1-1. 
Table 1-1: Thesis structure 
Research Phase Chapter Core Contents 
Phase 1 – Literature 
Review  
Chapter 1: 
Introduction 
 Study significance 
 Research questions 
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Chapter 2: Literature 
Review 
 SaaS and SMEs 
 IS capabilities and complementarities 
 RBV/DCT theoretical foundations 
Phase 2 
Research Design and 
Data Collection 
Chapter 3: Research 
Design 
 Multiple case study design 
 Reliability and validity 
 SME &intermediary case highlights 
Phase 3 
Data Analysis 
Chapter 4: Within-
Case Analysis – Six 
SMEs 
 Findings for each of the six SME cases 
covering: 
- How the case is sourcing and leveraging SaaS 
- IS capabilities demonstrated by each SME 
- Organisational complementarities for each 
SME 
- Summary of the findings 
 Chapter 5: Within-
Case Analysis – 
Three Intermediaries 
For each SaaS intermediary 
 Description for each SaaS intermediary 
 Services provided for SMEs sourcing SaaS 
 Services provided for SMEs leveraging SaaS 
 IS capabilities offered by intermediary for their 
SME customers 
 
 
 
Research Phase Chapter Core Contents 
 
 
Chapter 6: Cross-
Case Analysis 
 Analysis of SaaS use and benefits in SMEs for 
all six cases 
 Case and variable-oriented analysis of IS 
capabilities 
 Case and variable-oriented analysis of SME 
complementarities 
 Consolidation of findings of IS capabilities, 
Complementarities contributing SaaS use and 
benefits. 
Phase 4  
Findings and 
Contributions 
Chapter 7: Discussion  SaaS for SME success model  
 IS capabilities findings and theoretical 
implications 
 Organisational complementarities findings and 
implications  
Chapter 8: 
Conclusions 
 Answers to research problem and questions 
 Knowledge and practical contributions 
 Study limitations 
 Future research 
 Appendix 
 
 Selection of IS capability models for this study 
 Case study protocols 
 Data tables to support the within-case and 
cross-case analysis 
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Chapter 2: Literature Review 
2.1 INTRODUCTION 
“If I can see further, it is because I am standing on the shoulders of giants” is the 
golden aphorism by Sir Isaac Newton. Identification of the specific problem or gap 
where the new knowledge creation can contribute to the body of knowledge within 
the context and domain of the research can be considered as the antecedent for 
knowledge contributions in a thesis. The literature review enables this process and 
informs the extent, type and nature of a real-world problem as well as the knowledge 
gaps surrounding the problem that needs to be addressed by the researcher (Recker 
2012). IS knowledge provides specific guidelines for conducting literature reviews 
(Levy and Ellis 2006; Vom Brocke et al. 2009; Webster and Watson 2002). Based on 
that knowledge, a literature review enables a researcher to: 
1. Establish a firm foundation for advancing knowledge as well as facilitating 
theory development, exclude areas where a plethora of research exists, and 
uncover areas where research is further needed (Webster and Watson 
2002); 
2. Use ideas from the literature to justify the selected approach to the topic 
and the selected methods, and demonstrate that the research contributes to 
new knowledge (Hart 1998); 
3. Methodologically analyse and synthesise quality literature, providing a 
firm foundation to the research topic and the selection of research 
methodology, and demonstrating that the proposed research contributes 
something new to the overall body of knowledge or advances the research 
field’s knowledge base (Levy and Ellis 2006). 
This section provides a critical synthesis of the review of the literature related 
to the core themes in this study. The phenomenon of this study is the leveraging of 
SaaS by SMEs for value creation. In particular, this research aims to identify and 
explain the IS capabilities and complementarities needed by SMEs for sourcing and 
leveraging SaaS applications. Webster and Watson (2002) proposed a concept-
oriented approach for the literature review process in which the research topic is 
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grouped under a set of central ideas around the core topic. This approach was chosen 
for completing the literature review during Phase 1 of the present study. The main 
reasons for choosing this approach were: a) the topic covered a set of themes, some 
of which either have an established body of knowledge (e.g. SME adoption of IS/IT, 
leveraging benefits with IS/IT resources) or only scant knowledge on the topic (e.g. 
IS capabilities for SMEs, leveraging SaaS as an IS/IT resource). Therefore, the 
concept-centric approach was an appropriate guiding principle to gather, analyse and 
synthesise the existing knowledge on SMEs, SaaS, IT use and benefits. The core 
themes of this research, the search process used and a description of the core content 
are given in Table 2-1. 
Table 2-1: Literature review outline 
Section Theme Search Process  Description of Review Content 
2.3 
SaaS  Search both industry 
analysis reports and 
IS knowledge base 
 Keyword-based 
searches using 
Google Scholar 
 The evolution of SaaS as an IS 
artefact within cloud computing 
services 
 SaaS-specific research in IS  
 SaaS ecosystem participants 
(vendors, intermediaries and 
consumers) 
 SaaS benefits, opportunities and 
challenges 
2.4 
SMEs   Search specific 
journals articles 
based on stage 2 and 
confirmation of 
review suggestions 
 Keyword-based 
searches in Scopus 
for the most 
referenced articles on 
specific topics (SME 
adoption, SME 
challenges) 
 Economic significance 
 Differences compared to large 
enterprise 
 SME IS knowledge 
 SaaS for SMEs 
2.5 
Sourcing and 
leveraging SaaS 
benefits  
 Keywords (software 
as a service, SaaS, 
cloud services) used 
to search top eight 
journals in IS 
 AIS library searches 
for conference 
publications 
 Sourcing and Leveraging 
 Selection and implementation 
 Use 
 Changes 
 Benefits 
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Section Theme Search Process  Description of Review Content 
2.5 
RBV/Dynamic 
capabilities theory 
of firms  
 Keyword-based 
searches (RBV, 
resource-based view, 
DCT, dynamic 
capabilities) in 
Google Scholar 
 Most cited articles 
using Scopus 
 Business value of IT 
 Limited knowledge on how and 
why 
 Theoretical foundations of IS 
capabilities 
 IS success model 
2.6. 
IS capabilities and 
complementarities 
 Keyword-based 
searches (IS 
capabilities, 
information system 
capabilities, IT 
capabilities, 
information 
technology 
capabilities) 
 Journal-specific 
article searches for 
complementarities 
 Selection of most 
referenced articles in 
Scopus, Web of 
Science and Google 
Scholar 
 IS capabilities overview 
 Most widely adopted IS capability 
models  
 Models relevant for SaaS and 
SME context 
 Explanation of four shortlisted 
models 
 Cross-analysis of the models 
 Knowledge gaps on IS capabilities 
 Limited knowledge on IS 
complementarities  
 
It is important that a literature review addresses what is to be known in addition 
to what is already known within the body of existing knowledge (Levy and Ellis 
2006). The next section presents the critical synthesis of the findings from the 
literature related to the phenomenon of this study, namely, SaaS, SMEs and the 
sourcing and leveraging of SaaS. The review findings then provide a brief overview 
of the conceptual foundations of the resources and capabilities and the two 
theoretical lenses, namely, the RBV (Barney 1991; Wernerfelt 1984) and DCT 
(Teece and Pisano 1994) which are used for the analysis in this study. Finally, this 
chapter provides a critical analysis of the IS capability models and establishes the list 
of a-priori capabilities to be used for the analysis in this research. 
2.2 REVIEW PROCESS 
As explained in the introduction in Chapter 1, the aim of this research is the 
identification of the IS capabilities and complementarities required for creating 
business value for SMEs using SaaS. The knowledge on capabilities is another 
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enduring research theme that is spread across many domains, including, evolutionary 
economics (Winter 2000; Winter 2003; Winter 2012), management (Amit and 
Schoemaker 1993; Leonard-Barton 1992; Teece and Pisano 1994) and IS (Feeny and 
Willcocks 1998a; Peppard and Ward 2004). Considering that this research aims to 
address the specific knowledge gap on IS capabilities, the core search for the existing 
knowledge was based on the IS domain. Considering the unique combination of 
themes covered by this research, multiple techniques for the literature search process 
were adopted based on the novelty of theme. 
The quality IS research literature from leading, peer-reviewed journals should 
serve as the major base of a literature review as it provides sufficient theoretical 
background as well as leads for additional references on the specific subject matter 
(Levy and Ellis 2006). For recent themes such as SaaS, the search conducted in the 
present study was specific to IS domain journals and conferences to gather the 
relevant body of knowledge. The search was conducted with three keyword 
variations (software-as-service or SaaS or “software as a service”) in order to 
identify the knowledge on recent themes. The process was done by using the 
command line option string to search the top six IS journals using the ABI/INFORM 
complete database.  
For established and cross-domain research themes, the search was keyword-
based (e.g. information systems capabilities or information technology capabilities) 
in the referential and citation index databases, namely, Scopus, Web of Science and 
Google Scholar. The shortlist was ordered based on the number of citations in order 
to identify the most referenced articles for those topics. A review of the abstract of 
the highly referenced articles was completed in order to identify whether or not a 
particular article was relevant for this topic. For the core theme of this research (IS 
capability models) alone, the forward and backward searches were completed 
towards the selection of the specific IS capabilities model as the a-priori model for 
this research.  
IS researchers have empirically identified how specific IS/IT capabilities can 
enable firms to leverage benefits from IS/IT resources using many models 
(Bharadwaj et al. 1999; Bhatt and Grover 2005; Caldeira and Ward 2003; Feeny and 
Willcocks 1998a; Feeny and Willcocks 2006; Gimun et al. 2011; Langdon 2006; 
McLaren et al. 2011; Radhakrishnan et al. 2008; Ravichandran and Lertwongsatien 
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2005; Wade and Hulland 2004). An extended search process was completed to 
identify and analyse the specific IS capabilities in these models. The details of the 
review process and selection of specific IS capabilities from these models as the a-
priori model for this study are discussed in Section 2.6. 
2.3 SOFTWARE AS A SERVICE 
This section provides a synthesis of the current knowledge on the evolution of SaaS 
as an IS resource, describes the SaaS ecosystem participants (SaaS providers, 
intermediaries and consumers) and the benefits of SaaS for all firms and particularly 
for SMEs. It explicates the need for IS knowledge to understand how SaaS can be 
sourced and leveraged by all firms, particularly SMEs. Armhurst et al. (2009) 
defined cloud computing as the applications delivered as services over the internet 
and the hardware and system software in the data centres that provide those services; 
as the cloud. The industry refers to the services offered through cloud-based 
technologies in three main categories: SaaS (i.e. suite of applications subscribed from 
the cloud); infrastructure as a service (IaaS) (i.e. storage, computing and bandwidth 
capacity); and platform as a service (PaaS) (i.e. proprietary platforms that allow for 
custom software development to utilise cloud services) (McAfee 2011). The 
evolution of virtualisation, service ecosystems and elasticity of cloud infrastructure 
are also identified as the drivers of the SaaS model (Barros and Dumas 2006; Sushil 
et al. 2010). Multi-tenancy of software, service-oriented architecture and 
virtualisation are identified as some of the innovations underlying the SaaS model 
(Tidd and Hull 2006). Sales Cloud and Google Docs are sample SaaS applications 
offered by the global SaaS vendors, namely, Salesforce and Google (Dyer and Furr 
2014). Due to ongoing innovations in the SaaS marketplace, Gartner (2013) reported 
that only two of 29 SaaS application groups are close to mainstream adoption, and 
more than 30% of SaaS applications were still 5 to 10 years away from reaching the 
plateau of productivity. Next we provide an overview of various definitions of SaaS 
within IS knowledge and industry-based research and choose one definition for this 
study’s context. 
2.3.1 SaaS Definition 
The definitions of SaaS have evolved over the past two decades. Table 2-2 provides a 
list of the key definitions identified in IS research and established industry 
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publications. Table 2-2 also shows how the definition incorporates the dimensions of 
SaaS, namely, providing network-based access to users, delivered as an internet-
based service by vendors, providing enterprise application functions (ERP, CRM, 
SCM), and management and control of underlying hardware and software and cost 
for the users.   
Table 2-2: Evolution of SaaS definitions and characteristics 
No. SaaS Definitions 
SaaS Characteristics Coverage  
Network Service Appli
cation 
Control Cost 
1 The SaaS “model, the application, or 
service, is deployed from a centralized data 
centre across a network, providing access 
and use on a recurring fee basis.” (Hoch et 
al. 2001) 
YES YES YES NO YES 
2 “a) an open marketplace for software 
services b) dynamic provision of software 
for changing user demands, c) services 
supply network where service vendor may 
sub contract to provide their services and d) 
delivery transparency to its users whose 
main interest is its use.” (Gold et al. 2004) 
YES YES YES NO  No 
3 “Time and location independent online 
access to a remotely managed server 
application, that permits concurrent 
utilization of the same application 
installation by a large number of 
independent users (customers), offers 
attractive payment logic compared to the 
customer value received, and makes a 
continuous flow of new and Innovative 
software possible.” (Sääksjärvi et al. 2005) 
YES YES YES NO YES 
4 “The software publisher (seller) runs and 
maintains all necessary hardware and 
software and buyers obtain access using the 
Internet.” (Choudhary 2007b) 
YES NO YES YES No 
5 “A software delivery model, which 
provides customers access to business 
functionality remotely (usually over the 
internet) as a service. The cost of the 
infrastructure, the right to use the software, 
and all hosting, maintenance and support 
services are all bundled into a single 
monthly or per-use charging.” (Sun et al. 
2007) 
YES YES YES YES YES 
6 “A model of software deployment via the 
Internet whereby the SaaS provider licenses 
an application to customers as a service 
based on usage or periodic subscription 
payments.” (Huang and Wang 2009b) 
Yes NO NO YES YES 
7 “Software delivered remotely and managed 
by a third party as a one-to-many service 
through subscription or pay for use.” 
(Gartner 2010b) 
NO NO NO YES YES 
8 “The capability provided to the consumer is 
to use the provider’s applications running 
YES YES YES YES YES 
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on a cloud infrastructure. The consumer 
does not manage or control the 
underlying cloud infrastructure.” (Mell and 
Grance 2011b) 
 
This research adopts the SaaS definition by the National Institute of Standards 
and Technology (NIST), since it covers all SaaS dimensions for the users. Hence, 
this study adopts the following definition for SaaS: 
The capability provided to the consumer to use the provider’s applications 
running on a cloud infrastructure. The applications are accessible from 
various client devices through a thin client interface such as a web browser 
(e.g. web-based email). The consumer does not manage or control the 
underlying cloud infrastructure including network, servers, operating 
systems, storage, or even individual application capabilities, with the possible 
exception of limited user-specific application configuration settings. (in Mell 
and Grance 2011a P.2) 
In spite of limited control for the users, SaaS is anticipated to have a disruptive 
impact on the operating principles of the IT industry such as large capital software 
and infrastructure investments, centralised procurement and governance, and high 
service/software deployment cost ratios (Gartner 2012a). Some of the other benefits 
associated with SaaS as a technology resource anticipated for SaaS using firms are: 
a) the total cost of ownership reduction, b) speed of deployment, c) software 
reliability, and d) risk mitigation through insulation from the continuous technology 
upgrades (Waters 2005). More details on the SaaS benefits and the opportunities 
provided to users of SaaS are discussed in Section 2.3.4. 
2.3.2 SaaS – The Differentiating Factors 
SaaS differs from the traditional in-house technologies as well as from the earlier 
iterations such as application service provision (ASP) models. Based on SaaS 
definitions in Table 2-2, it is clear that the use of SaaS applications can differ 
significantly from using in-house IT software applications. The main differences of 
SaaS compared to traditional use of IT are:  
 User firms do not purchase or own the hardware and software licences behind the 
SaaS applications as vendors own and manage the underlying assets (Choudhary 
2007b; Mell and Grance 2011b) 
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 User firms can access SaaS applications using the public internet infrastructure 
(Huang and Wang 2009a) 
 The utility pricing model allows users to subscribe to SaaS applications and 
upgrades based on usage as part of the operational expenses without the need for 
upfront capital investments to purchase the hardware and software underlying 
SaaS (Sun et al. 2007).  
SaaS overcomes the provider-side customisation deficiencies of the ASP model 
with the innovations of service-oriented architecture and multi-tenancy 
characteristics which allow the customisation processes to shift from SaaS vendor 
firms to SaaS user firms (Xin and Levina 2008a). Some studies treat SaaS and ASP 
(Susarla et al. 2009; Susarla et al. 2010) as similar or as one and the same. However, 
the substantial advancements in architectural innovations (multi-tenancy and 
virtualisation) of the underlying infrastructure call for an exclusive focus on the SaaS 
applications’ use.  
The SaaS approach essentially integrates business functions at a given price for 
the defined service-level agreement (SLA) elements of outsourcing and renting a 
software application from another firm element of ASP with much finer levels of 
service aggregations (Gold et al. 2004). Salesforce Zoho and Net Suite One World 
are some of the established SaaS vendors that provide SaaS applications for 
Salesforce automation, customer relationship management and accounting processes 
for user firms (SaaSdirectory 2012). The SaaS applications market includes both 
consumer applications (e.g. Google/Yahoo mail services, Dropbox for storage) and 
enterprise applications (Sales Cloud, Marketing Cloud, Service Cloud for the CR 
function, Xero for accounting, Business by Design for HR and finance functions); 
however, the scope of this study includes only the enterprise SaaS applications used 
within SME firms and excludes popular consumer-oriented applications such as 
Dropbox.  
As this research is primarily an exploration of how SME users can source and 
leverage SaaS for business value, the extensive knowledge available on software 
engineering activities of SaaS (design, programming, and architecture) are excluded 
from this review. The next section presents an overview of three different 
participants, namely, SaaS providers, intermediaries and user firms, in the SaaS 
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ecosystem to illustrate the specific considerations required by the end-users to realise 
value using SaaS. 
The limited knowledge of SaaS in IS can be classified by the perspectives of 
three SaaS ecosystem participants, namely, SaaS providers, intermediaries and end-
users. The first is the SaaS provider perspective which discusses SaaS and other 
cloud service business models (Giessmann and Stanoevska-Slabeva 2012; Susarla et 
al. 2009). The empirical analysis of SaaS is done from the providers’ perspective and 
includes findings related to other cloud-based service provision models, namely, IaaS 
and PaaS. The second is based upon the benefits of using SaaS intermediaries with 
specific themes such as service quality (Benlian et al. 2012; Choudhary 2007a) and 
supply chain interactions (Demirkan et al. 2010; Hilkert et al. 2010). The third 
perspective is the SaaS user perspective which includes adoption, benefits (Waters 
2005) and issues (Haselmann and Vossen 2011). The limited findings in the SaaS 
adoption studies describe application specificity and small firm size as the two 
drivers (Benlian and Hess 2011; Benlian et al. 2009) behind the anticipated growth 
of SME use of SaaS. As the core significance of this research is about the IS 
capabilities and complementarities needed for the SME use of SaaS as an IT 
resource, this review excludes the findings from extensive research into the SaaS 
application development (design, programming, architecture) and platform services 
by SaaS vendors. The next section provides insights into the dynamic nature of the 
SaaS ecosystem by drawing on the knowledge from theory and practice-oriented 
analysis of the SaaS applications as part of the SaaS ecosystems. 
Dynamic Nature of SaaS  
SaaS is projected to be a disruptive force at the heart of the operating principles of 
the IT industry such as large capital software and infrastructure investments, 
centralised procurement and governance, and high service/software deployment cost 
ratios (Gartner 2012a). The volatility of the SaaS supply side is captured by 
Gartner’s yearly analysis of the different SaaS application groups under their own 
categories of innovation trigger, peak of inflated expectations, trough of 
disillusionment, slope of enlightenment and plateau of productivity (Gartner 2011; 
Gartner 2012b; Gartner 2013). As at 2013, Gartner highlighted that only two SaaS-
provided functionalities (Salesforce automation and e-commerce SaaS) were 
expected to be ready for mainstream adoption in the next two years and the 
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remaining 25 SaaS application functions (Financial Management SaaS, Business 
Analytics SaaS, ERP, and supply chain management apps) were still evolving and 
were five to ten years away (Gartner 2013). These SaaS marketplace dynamics and 
application upgrade frequencies provide new opportunities as well as challenges for 
all firms within SaaS ecosystems. Next, this study presents the findings in the 
literature on how these dynamics impact the three participants of the SaaS 
ecosystem, namely, SaaS vendors, intermediaries and users. 
SaaS Vendors 
The SaaS model offers a set of distinct benefits including reduction of packages and 
distribution costs and customer location-based support and installation service-
oriented costs as the software is maintained within a central location that is 
controlled by the vendor (Dubey and Wagle 2007; Huang and Wang 2009a). SaaS 
marketplaces contain services from traditional software vendors such as Microsoft 
(Office 365) and SAP (Hana) as well as SaaS-only vendors such as Salesforce (Sales 
Cloud, Marketing Cloud, and Service Cloud), Google (Docs, Apps), Xero and SaaSu. 
The size, scale and reputation history of these vendors along with ongoing mergers 
and acquisitions within the SaaS marketplace brings in a new set of factors in terms 
of service options, pricing models and support services for sourcing specific SaaS 
applications.  
Salesforce and Google are rated as global innovation leaders (Dyer and Furr 
2014). All the SaaS vendors continue to deliver new IS/IT innovations to the users 
with their own applications. The International Data Corporation (IDC) (2013) 
projected $187 billion revenue from cloud service offerings, with traditional IT 
vendors (such as IBM, SAP and Oracle) also investing significantly in SaaS models 
for delivering both their legacy applications as well as new innovations. As niche 
SaaS providers, Xero and SaaSu have gained market share against the traditional 
leaders like Quicken and MYOB due to the limited barriers to entry (Porter 2008) for 
new providers to SaaS markets.  
Salesforce was ranked as the most innovative company in the world (Dyer and 
Furr 2014) and released three versions of its SaaS applications (Sales Cloud, 
Marketing Cloud, Service Cloud) with new features and functions every year. The 
SaaS new releases provided by Salesforce normally include the most recent IS/IT 
innovations as part of upgrade cycles (e.g. social media tool Chatter, touch screen 
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functionality, and mobile user interfaces as part of Salesforce upgrades) (Salesforce 
2012).  
The number of SaaS options available for specific business functions and the 
high frequency of upgrades create a set of new challenges for SaaS users. The 
number of service options available from the marketplace increases the complexity 
of sourcing SaaS. This complexity is compounded by the increased frequency of 
SaaS release upgrades and can impact the user either positively or negatively. The 
main reason behind this is that the users are accustomed to receiving major software 
upgrades once in a few years in the traditional software context. These challenges 
provide an additional need for specific knowledge that can explain if and how these 
automated changes impact the users and explain the vendors’ release procedures. 
SaaS Intermediaries 
Intermediaries can be seen as part of a value chain service system and as separate 
service systems themselves (Alt et al. 2010). Bardhan et al. (2010) outlined how 
service-oriented systems will act as a disruptive technological innovation and 
emphasised the different roles of service producers (e.g. Salesforce, Google), 
consumers (e.g. SME), service intermediaries (resellers) and service monitors 
(governments and standard bodies). Recent literature identifies the application, 
platform, infrastructure provider roles, integrator, consultant, aggregator and 
consumer roles as part of the cloud service ecosystem (Böhm et al. 2010). Leimeister 
et al. (2010) also identified the integrators, consultants and broker roles as the value-
adding parties within cloud service networks. 
Hence, SaaS intermediaries are a subset of cloud service brokers that provide 
value-added services to support the SaaS needs for the end-user firms. However, 
there is little empirical knowledge about how SaaS intermediaries can support the 
SaaS user firms for realising business benefits with SaaS. The role of service 
intermediaries becomes an important consideration in the context of SMEs’ use of 
SaaS. This is based on the existing knowledge on how SMEs rely on the 
intermediary services for their IT needs. The next section provides an overview of 
the findings from the body of knowledge on SaaS user firms. 
SaaS Customers 
The continuous innovations of the SaaS model and underlying cloud infrastructure 
are changing the nature of value creations for all the stakeholders within SaaS 
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ecosystems. NIST (Mell and Grance 2011b) declared that SaaS end-users do not 
manage or control the underlying cloud infrastructure and have limited control over 
the application software delivered as SaaS. Considering users’ limited control over 
the SaaS model, the maturity and quality of SaaS applications (Benlian et al. 2012) 
and the projected growth rate of SaaS adoption (IDC 2013), understanding how the 
end-users can leverage SaaS resources and capabilities becomes critical for both 
research and practice. This section presents the end-user perspective of SaaS along 
with a synthesis of the limited findings on SaaS use by end-users. 
The configuration options within SaaS applications provide the users with a set 
of options. All SaaS applications provide the users with configuration capabilities to 
create and refine the user screens, workflow and data objects to align a SaaS 
application as part of their functional processes. Repschlaeger et al. (2012) identified 
the application access and protection, data centre location, data protection and 
communication security as the data-related IT security and compliance 
considerations for SaaS consumers based on an extensive analysis of 651 SaaS 
providers and expert interviews. SaaS vendors also offer a set of platform services on 
top of the base SaaS functions. For example, the App Exchange service from 
Salesforce provides access to hundreds of functional and technical extensions to its 
base SaaS offerings for Salesforce user and developer communities (Salesforce 
2012). The platform-based services and functions allow the SaaS consumers to 
develop and integrate the customised components required to best fit the basic SaaS 
functions into the users’ specific operating environments. The key difference 
between the configuration and customisation is that the configuration does not 
involve new code development, whereas the customisation process involves new 
code development activities to modify and extend the base SaaS function beyond the 
configurable limits given by the SaaS provider (Sun et al. 2008). The customisation 
process offers a set of opportunities and is related to how users can leverage SaaS for 
their specific environments. 
2.3.3 SaaS Benefits 
SaaS offers two distinct sets of benefits to its users: a) benefits that are part of SaaS 
technology as an IT resource, and b) benefits that organisations can realise by 
sourcing and leveraging SaaS. The first set of benefits originate from service-
oriented computing (Papazoglou 2003) with underlying cloud-based infrastructure 
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and platform services. Waters (2005) completed an analysis of how the use of SaaS 
offers a different set of benefits compared to the use of traditional IS/IT resources. 
He identified the total cost of ownership, speed of deployment, reliability, optimised 
utilisation of IS/IT resources, automatic regular software updates and ownership of 
the risk mitigation against software failures by vendors as the primary benefits of the 
SaaS model. The secondary benefits were related to the realisation of specific 
business benefits by large organisations from using SaaS. This list is provided in 
Table 2-3 (McAfee 2011). 
Table 2-3: SaaS business benefits (McAfee 2011) 
No. Benefit Explanation Given Case/Cloud Service  
1. Making 
individuals more 
productive 
Cloud-based data information management allows 
for easy sharing of data which makes individuals 
more productive  
Belfour/  
Box 
2. Facilitating 
collaboration 
Some of cloud computing’s greatest successes 
come from allowing groups and communities to 
work together and also improve the way 
knowledge was captured and shared among teams  
CSC / 
Jive 
3. Mining insights 
from data 
With SaaS, users can focus their efforts towards 
understanding, predicting and influencing 
customer behaviours both online and offline 
Marlina Del Bay/ 
Aloha 
4. Developing 
hosting 
applications 
(scalability) 
Cloud gave users the ability to add capacity 
quickly and easily, and with no capital 
3M/Windows Azure 
 
A consolidated list of both sets of benefits (technology-specific and 
organisation-specific) that are identified from existing knowledge on IS (McAfee 
2011; Waters 2005) is provided in Table 2-4. 
Table 2-4: SaaS technology and business benefits 
No. SaaS Benefits Orientation 
1 Total cost of ownership Business 
2 Speed of deployment Technology 
3 Reliability Technology 
4 
Optimised utilisation of technology 
resources 
Business 
5 Regular updates Technology 
6 Risk mitigation against software updates Technology 
7 Making individual more productive Business 
8 Facilitating collaboration Business 
9 Mining insights from data Business 
10 Employee mobility Business 
11 7*24 availability Technology 
12 Ease of accessibility Technology 
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Marston et al. (Marston et al. 2011) explained that cloud computing services as 
a whole will be more beneficial for SMEs due to the prices and SLAs offered by 
service providers, as SMEs are traditionally known for their constraints. This 
research agrees with this view but identifies that there is only limited knowledge 
about how SMEs are using SaaS as IS/IT resource or realising the benefits with SaaS 
use. The next section provides the synthesis of knowledge about how SMEs use 
traditional technology resources. It further explicates the gap in the knowledge 
required for understanding how SMEs can leverage the resources and capabilities 
offered by the SaaS ecosystem.  
2.4 SMALL AND MEDIUM ENTERPRISES 
This section presents a synthesis of the extensive body of knowledge of SMEs and 
their use of technology resources for growth. It starts with the definitions of SMEs, 
characteristics of SME firms, how SMEs differ from large enterprises in terms of 
using IT, and the challenges faced by SMEs in the adoption of ongoing IS/IT 
transformations. The section concludes with an explanation of why more knowledge 
is needed to understand and explain how SMEs can use SaaS for their benefits. 
The definition of an SME is either determined by the number of employees or 
the revenue generated by the company, depending upon the country (Hall 1995). The 
definitions of SMEs vary from industry to industry and from country to country 
(Atkins and Lowe 1997). Table 2-5 lists the various definitions of SMEs across some 
of the developed countries.  
Table 2-5: SME definitions (Senderovitz 2009) 
No. Country/Region Definitions for an SME Government Source 
1. Australia Small: 5–19 employees 
Medium: 20–199 employees 
Australian Bureau of 
Statistics 
2 Canada Small: 1– 50 employees in services; 1–100 
employees in manufacturing 
Medium: 101–500 employees 
Canadian Trade 
Commission  
3 Denmark Small: 10–49 employees 
Medium: 50 to 100 full time employees 
Statistics Denmark 
4 European 
Commission 
Small: Up to 50 employees 
Medium: 51 to 250 employees 
Commission of the 
European Union 
5 USA Small and Medium Business: Up to 500 
employees                     
Small Business 
Administration  
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This research adopts the definition used by the US Small Business 
Administration for SMEs and declares firms with less than 500 employees as SMEs. 
To differentiate between the small and medium firms, this study defines small firms 
as firms with 1–49 employees. The firms with 50 to 499 employees are treated as 
medium size firms by this study. This specific definition was adopted by this study 
since: a) the US Small Business Administration’s definition of SME firms is one of 
the most widely adopted definitions by SME researchers across the world 
(Senderovitz 2009), b) 1–49 employees are treated as small firms in most countries 
(European Commission, Denmark and Canada), and c) SaaS applications are 
common resources available to all size of SMEs across countries that have access to 
the internet. 
2.4.1 SME Growth and Sustainability 
The characteristics of SME firms are classified into two major categories, namely, 
external environment-oriented (customer and market), and internal environment-
oriented (management, human and financial resources) (Cocca and Alberti 2010). 
Traditionally, the uncertainty factors in the external environment for SMEs are high 
because such firms have limited negotiation powers with their suppliers and have 
only a very limited customer and product base in which they operate (Storey 1994). 
In terms of the internal environment, empirical analysis of the role and significance 
of the CEO, firm strategy and structure revealed that the relative growth and 
profitability of small firms correlate strongly with an innovative product–market 
position and a more aggressive and analytic mode of decision-making guided by an 
explicitly codified strategy (Miller and Toulouse 1986). 
SME growth is described and analysed by stage models (Churchill and Lewis 
1983; Hanks et al. 1993; McMahon 1998; Scott and Bruce 1987) based on the 
considerations of contextual dimensions, namely, enterprise size and age, growth 
rate, and the focal tasks or challenges faced. Although stage models are criticised for 
the limited focus on SME internal characteristics, the present study aims to focus on 
the SMEs that are in growth and also oriented towards growth for two reasons. 
Firstly, keeping the focus on SMEs that are in the growth stage ensures that the 
SMEs have already addressed the challenges of initial stages and are primarily 
focused on addressing the challenges originating from growth. Secondly, past 
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research has explicated that the growth-oriented SMEs generate most of the 
employment originating from the SME sector (Storey 2000). 
The impact of globalisation and technological innovations of cloud services 
including SaaS has positive and negative benefits for SMEs including unlimited 
global growth opportunities and international competition in global markets 
(Beamish and Lu 2001; Cruz-Carreon 2006; Mathews and Healy 2008; Mitja et al. 
2006). SME growth calls for responsiveness within the SMEs to reach out for 
potential new markets as well as to address the demands arising from global 
competition from internet-based technologies (Mathews and Healy 2008). Although 
globalisation and internet technologies can impact both SMEs and large enterprises, 
the abilities to address those challenges and achieve growth can differ between these 
firms. This is because the roles of individuals, processes and structures can differ 
significantly in SMEs compared to large enterprises. These differences are discussed 
next with the specific elaboration on IS/IT resource use by SMEs to address the 
challenges associated with the growth. 
2.4.2 SMEs versus Large Enterprises 
SaaS as a technology resource offers the same complex and innovative enterprise 
applications and all the features to both SMEs and large firms. However, SMEs and 
large enterprises differ significantly in many ways. Some of the key differences 
between SMEs and large enterprises are visible in structure (such as the number of 
management layers, rigidity versus flexibility), operational procedures (system 
domination versus people domination), behaviours (meritocratic versus patronage) 
and management processes (control versus result orientation) (Ghobadian and 
Gallear 1997). The differences between SMEs and large enterprises are covered by 
many studies within the SME knowledge domain. Table 2-6 provides a list of the key 
constraints faced by SMEs compared to the large enterprises. 
Table 2-6: IS in SMEs compared to large enterprises 
No. SME 
Characteristics 
SMEs compared to Large 
Organisations 
Reference SME 
Constraints 
1. Focus on 
operational 
efficiency and 
effectiveness  
SMEs are normally driven by 
cost and focused operational 
efficiencies   
(Ballantine et al. 
1998; Levy and 
Powell 2000) 
Financial  
2 Limited capital 
resources 
Access to limited capital 
resources  
(Ballantine et al. 
1998) 
Financial 
3 Major customers’ 
influence 
Technological choices are 
enforced by one of the large 
(Ballantine et al. 
1998) 
Environment  
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 customers of the SME 
No. SME 
Characteristics 
SMEs compared to Large 
Organisations 
Reference SME 
Constraints 
4 Informal 
organisational 
structure 
Simpler and flatter structure and 
close proximity among all 
employees 
(Cragg et al. 2011) Structure 
5 Uncertainty factors 
of the business 
model 
1. Normally price takers 
2. Limited customer and product 
base 
(Storey 2000) Environment 
6. Strategy 1. Strategy focused on 
differentiation via innovation 
will correlate positively toward 
performance 
2. Where strategy is focused on 
cost leadership and 
differentiation, mass marketing 
will negatively correlate with 
performance  
3. For large enterprises, the cost 
leadership will positively 
correlate due to scale 
(Miller and 
Toulouse 1986) 
Strategic 
focus  
 
These differences also impact how SMEs source and leverage IS/IT resources 
for business benefits. The next section elaborates the IS knowledge on how SMEs 
use technology resources as well as the challenges faced by SMEs due to resource 
constraints. 
2.4.3 SMEs’ Technology Use 
The typologies of technology use within SME firms are categorised as low (low use 
of IT), medium (more speculative use of IT), and high use of IT (planning and using 
technology as part of the business process) (Southern and Tilley 2000). This section 
presents a synthesis of existing knowledge about how SMEs adopt and use IT in 
terms of the specific constraints and associated challenges faced by SMEs during the 
adoption of new IS/IT applications such as ERP packages, internet, e-business/e-
commerce and cloud computing resources. 
SMEs have limited access to capital resources and are normally driven by cost-
focused operational efficiencies (Ballantine et al. 1998; Levy and Powell 2000). 
These resource and capability constraints create a set of challenges and prevent 
SMEs from fully leveraging the benefits of new technologies such as e-commerce 
and e-business through the use of the internet and cloud technologies (Levy and 
Powell 2000; Poon and Swatman 1997; Scupola 2009). Cost and the lack of time, 
skills and knowledge are identified as the uppermost barriers to SMEs’ adoption of 
new technologies (Heenetigala and Armstrong 2009).An e-commerce adoption study 
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described how IS resource-based benefits were not fully realised by most SMEs due 
to their limited financial, technical and managerial resource constraints (Lin et al. 
2007). Lack of awareness of the potential benefits of ICT for the business operations, 
the perception of unresolved security and privacy issues associated with the use of 
the internet, high set-up costs and limited skills were reported as barriers to SMEs’ 
adoption of e-business technologies (Taylor and Murphy 2004). A set of internet 
sourcing issues, namely, security, compliance, integration, quality and control of the 
service providers and unrealistic customer expectations and lack of maturity on the 
consumer side were reported as the problems faced in the adoption of ASP and 
cloud-based service technologies (Chibelushi 2008; Kern et al. 2002; Kim et al. 
2009). 
SMEs have simpler and flatter structures and close proximity among all 
employees (Cragg et al. 2011) compared with large enterprises. These structural 
differences can impact how SMEs use and leverage IS/IT resources for business 
value compared to large enterprises. Table 2-7 provides a summary of the types of 
IS-specific resource constraints faced by SMEs compared to large enterprises in 
terms of IT use. 
Table 2-7: SMEs vs large enterprises – IS-specific constraints 
No. Factor SMEs compared to Large 
Organisations 
Reference Resource   
Constraints  
1. Management  
information systems  
Lack of (or substantially 
less sophisticated) 
management information 
systems  
(Kagan et al. 
1990) 
IS – management 
2. Limited IT expertise The IT expertise within 
SMEs is very limited 
compared to large 
enterprises 
(Ballantine et al. 
1998; Levy and 
Powell 2000) 
IS – resources 
3. Lack of explicit 
strategic planning in 
both business and IT 
There are either no or 
implicit and undocumented 
business strategies with 
primary focus being cost 
reduction  
(Hagmann and 
McCahon 1993) 
(Ballantine et al. 
1998) 
IS – planning 
 
This study posits that although structural constraints are always present, the 
transformation of IS/IT resource delivery into ease of access to SaaS applications 
provided by the vendors can address some of these constraints. In particular, with the 
utility pricing models of SaaS, SMEs can eliminate upfront capital expenses 
associated with hardware and software purchases and replace this upfront investment 
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with monthly operational expenses based on their specific technology needs. With 
the multi-tenancy and virtualisation characteristics of the underlying infrastructure, 
SaaS vendors provide affordable access to the same complex and innovative 
enterprise software applications for both SMEs and large enterprises. Thus, the 
scalable architecture of cloud-based SaaS applications can enable SMEs to use the 
same IS resources during their growth from a small to a medium and large firm and 
thereby overcome some of the traditional constraints associated with limited 
resources (financial and technical). The next section presents a review of the limited 
knowledge about SaaS use by SMEs. 
2.4.4 SaaS – A New Technology Resource for SMEs 
The “unlimited processing” of cloud infrastructure, storage and telecommunications 
capacities is anticipated to enable new ways for focal firms to organise and source 
capabilities from external firms due to the continuous reduction of transaction costs 
of IT over the past fifty years (Bjørn-Andersen and Raymond 2014). As explained 
earlier, the SaaS applications provide ease of access to this “unlimited processing 
power” through the business applications at affordable prices that can address some 
of the SMEs’ financial and technology constraints. Specific SaaS benefits (i.e. the 
reduced capital spending and scalable operational expenses) can address SMEs’ 
financial constraints in hardware and software purchases. SMEs can afford to source 
and use more powerful enterprise applications such as CRM, ERP and SCM (Guo et 
al. 2011). In addition to the cost benefits, the SaaS, as part of the cloud computing 
services, can address the SMEs’ technological constraints since the SaaS vendors 
own, manage and control the underlying infrastructure components (hardware and 
software) and enablers such as intermediaries offer the necessary knowledge for 
SMEs’ use of the SaaS applications(Haselmann and Lipsky 2012; Haselmann and 
Vossen 2011; Marston et al. 2011). The specific benefits of SaaS and the resulting 
opportunities create the need for an understanding of how SMEs are sourcing SaaS 
and leveraging from SaaS applications. 
2.5 SME SOURCING AND LEVERAGING OF SAAS 
2.5.1 SME Sourcing of SaaS 
SaaS is described as a delivery model which provides access to customers’ business 
functions remotely (normally using the internet) as a service (Sun et al. 2007). SMEs 
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can access best practices of specific business processes (customer relationship 
management, accounting etc.) as well as automated routines for business functional 
task (tax calculations for accounting, leads tracking within marketing processes etc.) 
using SaaS. SMEs need to source SaaS applications from the vendors with 
subscription fees based on their usage needs before they can leverage value using 
SaaS. This section provides a synthesis of the sourcing and leveraging activities of 
SaaS by SMEs based on existing knowledge on the sourcing and leveraging of IS 
resources. 
Sourcing SaaS can combine two approaches: a) outsourcing of business 
processes and tasks (purchasing business services for a given price in the vendor-
defined SLAs), and b) renting a fine-grained software application from another firm 
(similar to the ASP model) and extending it further (Gold et al. 2004). Hence, this 
study posits that the sourcing of SaaS needs to be included in the business services 
purchasing process in addition to the external sourcing of IT services.  
Service specification, supplier selection, contract agreement, implementation 
and measurements are described as five activities in the business services sourcing 
process (Fitzsimmons et al. 1998; Selviaridis et al. 2011). This particular model was 
chosen as the reference since it provides a business services purchasing dimension 
and also covers IT service outsourcing dimensions (business requirements, vendor 
evaluation and contract agreement) of sourcing SaaS. The implementation provides 
for a comparative analysis of how SaaS differs from the implementation of a 
traditional in-house application that is purchased by the user firms. Table 2-8 
presents an overview of how the activities of the business service sourcing process 
correlate with the sourcing functionalities offered by the enterprise SaaS 
applications. These activity definitions are derived from the literature on sourcing 
business services, outsourcing IS services and adopting SaaS. 
Table 2-8: Sourcing SaaS 
Sourcing 
Activity 
Activity Description SaaS Considerations 
Service 
requirements 
Process orientation and functional 
orientation of service definitions 
(Axelsson and Wynstra 2002) 
The service requirements in SaaS will consist 
two dimensions: 
a) correlation of business activities with 
functional features offered by the SaaS 
application 
b) customisation and configuration 
requirements of SaaS applications to align 
within the firm’s routines 
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Vendor 
selection 
Selected outcomes of engagement 
activity in global services 
sourcing process (Cullen et al. 
2006) 
SaaS vendors are globally distributed and 
applications are accessed over the internet; 
hence, the selection will need to include 
additional considerations (e.g. data security  
Sourcing 
Activity 
Activity Description SaaS Considerations 
  and availability of local support) 
Contract 
agreement 
Negotiations and signing of the 
contractual arrangements (Cullen 
et al. 2006) 
As most SaaS contracts are a standard 
structure based on the usage by the user firms, 
the negotiating factors can be minimal for 
SaaS applications (similar to utility 
purchasing) 
Service 
implementatio
n 
Customisation and configuration 
activities involved in 
implementing SaaS within user 
environments (Sun et al. 2008) 
The implementation activities can be limited 
to data migration and configuration of SaaS 
applications as vendors host the applications 
and data for SaaS applications; the 
implementation can also include 
customisation and training, if the firms need to 
extend and refine the features provided by 
vendors with platform services 
Service 
measurements 
Vendor performance evaluation 
components (Fitzsimmons et al. 
1998) and  
service quality (Benlian et al. 
2012) 
The SaaS measurements’ activities can 
include traditional vendor measures 
(experience, cost, reputation, location, 
references and size) and also SaaS application 
quality (reliability, features, responsiveness, 
flexibility, security and support) 
 
Based on the SaaS-specific considerations listed in Table 2-8 (Column 3), the 
SaaS sourcing activities are shown to have similarities and differences compared to 
the traditional business service purchasing and IT outsourcing activities. One of the 
main differences arises from the elimination of physical hardware and software 
installation by the users during SaaS implementation. The SaaS implementation may 
only involve the configuration of the SaaS application to make it ready for use in the 
SME firm (Arya et al. 2010). However, SMEs can also customise SaaS applications 
to address their own business requirements that are not provided by vendor. With 
customisation, SaaS implementation will need software to be developed and installed 
by the SME firm in a process that is similar to traditional software adoption. Hence, 
customisation can minimise the cost benefits of SaaS because the users have to incur 
the costs of developing and maintaining the software associated with customisation 
of the SaaS applications (Sun et al. 2008). 
As SaaS applications are designed to provide best practices for specific 
functional tasks to user firms, SMEs can choose to change their business processes 
using the standard configurations provided by SaaS vendors. Hence, to summarise, 
SaaS implementations can involve three distinct sets of changes to prepare the SaaS 
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for use within the SME firms. The three possible changes that can occur with SaaS 
implementation activities are: a) SMEs can configure the vendor-provided SaaS 
application and use it as part of their routines, b) SMEs can customise SaaS 
applications to best fit with their unique business processes/activities, or c) SMEs can 
change their own business processes to leverage the best practices offered by the 
SaaS application. Apart from the configuration and customisation considerations of 
SaaS, data will need to be converted and migrated to the vendor’s hardware, if end-
users source a SaaS application to replace an existing system. SaaS implementation 
may also include the step of user training (similar to training in traditional package 
roll-outs) before all the users start using the SaaS application as part of their routines.   
The decisions on SaaS sourcing activities can impact how SMEs leverage 
SaaS. The next section explains how the leveraging activities of SaaS are analysed in 
this study through the categories of SaaS use and SME benefits. 
2.5.2 SME Leveraging of SaaS 
The IT leveraging competence is described as the ability to use IT functionalities 
effectively within the context of new product development tasks (Pavlou and El 
Sawy 2006). The empirical analysis based on the IS success model (DeLone and 
McLean 1992) is continuing the quest to understand the independent variables in the 
four categories, namely, user, task, project and organisation, and their 
interdependencies (Petter et al. 2013). The systems’ use is one of the core dimensions 
in the IS success model and is measured in many ways by validation studies based on 
the IS model. The multitude of use measures are classified from very lean (presence 
of use) to very rich (system, user and task) use based on the reconceptualization of 
system usage (Burton-Jones and Straub 2006). As SaaS provides SMEs with 
business functions and tasks, the use of SaaS is selected as one of the output 
measures for identification of how SMEs leverage SaaS. The goal is also to identify 
effective use that can occur within the SMEs through ongoing use of SaaS after the 
initial implementation (Bagayogo et al. 2014; Burton-Jones and Straub 2006). With 
the adoption of the rich measures specified in the reconceptualization of IS use 
(Burton-Jones and Straub 2006), this study adopts a holistic view of measuring SaaS 
use in terms of the users of SaaS within the SME, the tasks performed using SaaS by 
SMEs and the specific SaaS applications that are in use. This is based on the existing 
knowledge on: a) the significance of individuals’ (i.e. owners’ and managers’) roles 
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in SMEs’ business strategy (Storey 2000) as well as their decisions on IS adoption, 
and b) the disaggregation of functional tasks between the SaaS vendor and user 
(Susarla et al. 2010). This study also evaluates whether or not the tasks done by the 
SMEs reflect the enhanced use of IT (Bagayogo et al. 2014) during the ongoing use 
of SaaS. 
Leveraging is described as “the application of a firm’s capabilities to create 
value for customers and wealth for owners” (Sirmon et al. 2007, P277). Capability 
building is described as one of the processes by which firms could leverage 
information technologies for superior performance through continual competitive 
actions (Sambamurthy et al. 2003). With this perspective, the leveraging extends 
beyond the use of the system and establishment of routines to apply the firm’s 
capabilities towards specific performance measures. This study correlates the 
business performance outcomes and continued competitive actions with the net 
benefits dimension of the IS success model. This dimension can be measured by cost 
savings, expanded markets, incremental additional sales, reduced search costs and 
time savings (Petter et al. 2013). Based on these conceptualisations of leveraging, 
this study analyses the leveraging of SaaS through: a) SaaS use with rich measures, 
namely, application and tasks, and b) net benefits for SMEs from SaaS use. Table 2-9 
presents a summary of the underlying theoretical foundations related to the 
leveraging theme within the context of this research. 
Table 2-9: Leveraging SaaS (use and benefits) 
SaaS 
Leveraging  
SaaS Considerations Reference 
SaaS Use SaaS use can measured with three measures: a) the user (i.e. 
subject using SaaS), b) type of enterprise SaaS application 
(i.e. specific SaaS applications in use), and c) the business task 
that is being performed by the SME with SaaS 
 
Multi-level use analysis (individual and firm level use of 
SaaS) 
 
Analysis of post-adoption ongoing use of SaaS to identify if 
SMEs effectively use SaaS for performance outcomes 
Rich measures for 
system use (Burton-
Jones and Straub 
2006) 
 
(Burton-Jones and 
Gallivan 2007) 
 
(Bagayogo et al. 
2014) 
SME 
Benefits 
Net benefits are identified with organisation benefit measures 
and categories (strategic, informational, transactional and 
transformational) from SaaS use  
(Petter et al. 2013) 
(Gregor et al. 2006; 
Mirani and Lederer 
1998) 
 
This study also aims to capture the net benefits from SaaS use by analysing 
what benefits are resulting from SaaS use in SMEs. To capture benefits in the SMEs, 
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this study adopts the organisation benefit measures (competitive advantage, 
alignment, customer relation, information access, quality, flexibility, communication 
and business efficiencies) for IS projects (Mirani and Lederer 1998) and dimensions 
(strategic, informational, transactional dimensions) to identify and explain the 
benefits associated with SaaS use. The transformational benefits are another type of 
benefit that are identified as organisational benefits; this benefit can be measured by 
employee skill level improvements, development of new business plans and changes 
in the business models, improved firm structures/processes and expanded 
organisation capabilities (Gregor et al. 2006). This study also aims to identify any 
transformational benefits associated with SaaS use in SMEs. 
To summarise, the service requirements, vendor evaluation and selection 
activities in the SaaS sourcing process are similar to the traditional business service 
sourcing. The SaaS contracts cover the usage-based pricing, contract term and SLAs 
but no exchange of assets (hardware or software). The SaaS implementation can 
include both technology and business changes to make the SaaS application ready for 
use as part of the SME’s business activities. Configuration, customisation, data 
migration and user training are tasks that can occur during the SaaS implementation. 
The leveraging of SaaS is analysed by reference to the system use and net benefits 
dimensions of the IS success model (DeLone and McLean 1992; Petter et al. 2013). 
The next chapter provides a detailed explanation related to the design of this study to 
achieve these goals. The next section presents a discussion on the existing knowledge 
on IS capabilities and complementarities and how they contribute to the creation of 
business value through the use of IT resources in firms. 
2.6 IS CAPABILITIES FOR SOURCING AND LEVERAGING SAAS 
This section provides an explanation of why research needs to be conducted to 
investigate the capabilities associated with SME leveraging of SaaS. The necessity is 
explicated through a synthesis of knowledge from: a) the business value of IT 
(BVIT) stream, and b) RBV and DCT. It is followed by a comparative analysis of the 
most commonly cited IS capability models and the selection of a set of IS 
capabilities that are relevant in this quest for the identification of IS capabilities 
needed by SMEs when using SaaS for business benefits. The subsequent section 
(Section 2.7) discusses the need for the identification of the organisational 
complementarities needed for leveraging SaaS. 
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2.6.1 IS Capabilities for Business Value of IT 
The business value of IS/IT is an enduring theme within IS research that addresses 
both the productivity paradox (Brynjolfsson 1993) as well as the obscure but well-
known “IT doesn’t matter” (Carr 2003) observations regarding value realisation from 
IS/IT investments. Soh and Markus (1995b) explained how assets from IT 
investments can impact the business performance with appropriate IT use within the 
firms using process theories. They also highlighted the need for more research on the 
appropriate use of IT within the firm’s boundaries (Soh and Markus 1995b). 
Subsequently, Melville et al. (2004) described IT business value as the organisational 
performance impacts of IT at both the process and organisation levels, which can 
include both efficiency and competitive impacts. Recent reviews in the BVIT stream 
also called for more research on how and when IS assets, IS capabilities and socio-
organisation capabilities perform jointly in the value creation process for firms 
(Kohli and Grover 2008; Schryen 2013). To summarise, the explanation of how IS 
investments create value within the organisation has been an active stream for the 
past two decades (Kohli and Grover 2008; Schryen 2013; Soh and Markus 1995a). 
The core knowledge of BVIT studies explain the role of IS capabilities and 
complementarities and also explicate the need for more research on the IS 
capabilities and complementarities required to leverage IS investments. 
In terms of evaluating the IS investment firms are required to make in order to 
use IT for business value, the SaaS applications differ from traditional IT as the 
underlying assets (hardware, software, data storage) are owned and managed by 
vendors (Mell and Grance 2011b) and delivered using the public internet. Hence, 
firms need only invest in the subscription fees based on their specific usage of the 
applications. This disaggregation of IS investments and the impacts on firms are 
identified as a research gap within BVIT knowledge and it is explicated that the 
impact of specific assets on strategic and resource-oriented positions is one area of 
research deficiency (Schryen 2013). The same gap was also identified earlier in 
terms of the changing nature of IS investments and the impact on how firms can 
leverage IT-enabled business functionalities to change and improve their strategy and 
operations (Pavlou and El Sawy 2006). Since SaaS assets are not owned or managed 
by user firms, this research posits that IS research will need to explore and identify 
the specific IS capabilities that are needed for leveraging investments associated with 
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sourcing and using SaaS. BVIT researchers have expressed similar needs by calling 
for more research on the identification of the digital and information capabilities 
required for business value (Kohli and Grover 2008). 
Multiple studies have adopted the RBV of the firm (Wernerfelt 1984) to 
explain how IS resources can contribute to both operating efficiencies and 
sustainable competitive advantages in firms (Bharadwaj 2000; Clemons and Row 
1991; Melville et al. 2004). An extended review of RBV adoption in IS knowledge 
explained the value of RBV for IS researchers and described IS resources as IS assets 
and capabilities in order to address the multitude of interpretations associated with 
the term “resources” in RBV (Wade and Hulland 2004). That research also observed 
that RBV is a common theoretical lens used by IS capability research scholars to 
explain the exploitation of IT resources (Feeny and Willcocks 1998a), the empirical 
verification of firm performance (Ravichandran and Lertwongsatien 2005) and the 
competitive advantages from IT assets. These models are analysed and discussed in 
Section 2.6.3. Hence, a synthesis of RBV and its extension in DCT is presented next. 
2.6.2 Resource-Based View and Dynamic Capabilities Theory 
This section provides a review of the conceptualisation of resources and capabilities 
based on the RBV and DCT theoretical lenses. It also discusses how these theories 
are adopted within the IS domain. It concludes with the need for knowledge on IS 
capabilities to understand: a) the impact of ongoing transformations of IS/IT 
resources as services for organisations, and b) the specific benefits from the changing 
nature of IT investments for SMEs.  
The firm is viewed as a collection of resources and the term “resource” is 
thought of as a strength or weakness of a firm which at a given point of time is 
defined as tangible assets (property, stock) and intangible assets (capabilities) that 
are loosely coupled to the firm (Wernerfelt 1984). The RBV essentially focuses on 
the internal resources of the firm and explains how the valuable, rare, imperfectly 
imitable and non-substitutable attributes of resources can contribute to both current 
business benefits as well as sustainable competitive advantages over a period of time 
(Barney 1991).   
Amit and Schoemaker (1993) distinguished and established the relationship 
between the firm’s resources and capabilities and described capabilities as 
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information-based, tangible and intangible processes that are firm-specific and are 
developed over time through complex interactions between the firm’s functional-
specific resources or by combining physical, human and technological resources at 
the corporate level. Capability is also discussed as a construct in economic theories 
which define an organisational capability as a high-level routine that together with its 
implementing input flows, confers upon a firm’s management a set of decision 
options for producing significant output of a particular type (Winter 2000; Winter 
2003). Based on this view of organisation capabilities, the inputs for capabilities are 
identified as learning, experience, assets and routines (Felin et al. 2012). 
The evolving nature of the organisational capabilities has been discussed 
within the DCT framework in the past two decades (Teece 2009; Teece 2000; Teece 
and Pisano 1994). A dynamic capability can be defined as the capacity of a firm to 
purposefully create, extend and alter its resource base (Mitchell et al. 2007). DCT is 
receiving more attention in the strategic management stream of research due to its 
focus on a firm’s ability to renew its valuable, rare, inimitable and non-substitutable 
resources over a period of time and sustain its value in changing environment 
conditions (Ambrosini et al. 2009; Barreto 2010; Eisenhardt and Martin 2000; Teece 
et al. 1997; Winter 2003).   
Based on this analysis, this research concludes that organisation capabilities: a) 
are associated with putting resources into action (Eisenhardt and Martin 2000; 
Winter 2003), b) place an emphasis on what the organisations can actually do with 
the resources available to them (Jacobides and Winter 2012), and c) enable a firm to 
sense, seize and transform its assets and capabilities base and adapt to continuous 
changes in the environment (Teece 2009; Teece 2007; Teece and Pisano 1994). A 
review of the adoption of RBV and DCT within the IS literature is provided next. 
Based on the evaluation of the RBV adoption within IS knowledge, Wade and 
Hulland (2004) clarified that IS resources as assets and capabilities are available and 
useful for the firm in detecting and responding to market opportunities or threats. An 
integrated model to explain the process of how firms can leverage the IS/IT resources 
and their complementary resources (human and financial) for business value was 
established using the RBV as the theoretical lens (Melville et al. 2004). The RBV 
lens was also used in multiple IS studies which explain how IS capabilities can 
contribute towards the leveraging of business benefits (Bharadwaj 2000; Feeny and 
 38  
Willcocks 1998a; Ravichandran and Lertwongsatien 2005). An extended review of 
IS capabilities is provided in the next section.   
The dynamic capabilities lens is also used in IS studies. Digital options, agility 
and entrepreneurial alertness were identified as three dynamic capabilities that 
contribute to the firm performance through the strategic processes of capability 
building, entrepreneurial action and co-evolutionary adoption (Sambamurthy et al. 
2003). Another study proposed the net-enabled business innovation theory, which 
states that “emerging/enabling technologies…lead to economic 
opportunities…selected opportunities can enable growth through business 
innovation…for the purpose of creating customer value” (Wheeler 2002). Recent 
perspectives describe how the IS/IT outsourcing activity can be viewed as a dynamic 
capability by applying the DCT and defining IT outsourcing as “the capacity of an 
organization to purposefully extend, create or modify its IT resource base to support 
the creation or modification of IT competencies for tight alignment with the firm’s 
business strategy” (Alaghehband and Rivard 2010). One of the IS capability models 
explains organisational learning as a dynamic capability that results when firms 
leverage IS/IT resources for competitive advantage (Bhatt and Grover 2005). 
Some strategic management and economic theorists have emphasised the 
significance of firm capabilities based on the evolutionary economics principles 
(Amit and Schoemaker 1993; Makadok 2001; Nelson and Winter 1982; Porter 1991). 
This distinction between resources and capabilities becomes very relevant for the 
context of this research due to: a) the transformation of IS/IT resource delivery as 
SaaS enterprise applications using the internet for user firms, and b) the anticipated 
benefits from SaaS investments for SMEs. Hence, this research adopts the view that: 
a) SaaS is an IT resource, owned and managed by vendors and easily accessible for 
all firms including SMEs, and b) IS capabilities are the intangible assets that firms 
need to leverage SaaS for operational and sustainable benefits. Hence, it becomes 
necessary for IS research to identify the IS capabilities needed by SMEs for 
leveraging SaaS. Next, a critical analysis of IS capabilities knowledge is presented as 
this study aims to identify and explain the IS capabilities needed by SMEs to 
leverage SaaS (as expressed in Research Question 2). 
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2.6.3 Conceptualisation of IS Capabilities 
An in-depth analysis of IT capabilities knowledge concluded that, in spite of multiple 
studies on this topic, IS research still has a long way to go based on the evaluation of 
the many conceptualisations of IS/IT capabilities (Chan and Levallet 2013). This 
research agrees with those comments and aims to take the next steps on that long 
journey with this exploration of the IS capabilities needed by SMEs for leveraging 
SaaS. This section provides an elaboration of the concept of IS capability based on 
the body of knowledge within the IS domain and explains how it is positioned as an 
individual-level and firm-level construct.  
One of the early conceptualisations of IT capability declares that IT capability 
is “a higher order construct reflected by a firm’s abilities in the first order facets of 
IT business partnerships, external IT linkages, business IT strategic thinking, IT 
business process integration, IT management and IT infrastructure” (Bharadwaj et al. 
1999, P381)). This definition aligns IT capability as a firm-level construct. Similarly, 
IS capability was defined as a firm-level constructed by Peppard and Ward (2004) 
(Figure 2-1). These authors explain how resource-level skills, knowledge and 
expertise are combined through functional processes and structures to create an 
enterprise-wide IS capability based on strategic-oriented investments. 
 
Figure 2-1: Components of IS capability (Peppard and Ward 2004)
1
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Within the last decade, empirical analysis-based explanations on how specific 
sets of IS capabilities (e.g. IS leadership, business systems thinking) can contribute to 
business benefits including performance and competitive advantages have been 
articulated through nomological models. The next section presents a review of the 
most commonly cited IS capability models and identifies the specific IS capabilities 
selected for this study. A summary of the literature search and selection process is 
presented in Appendix A1. 
2.6.4 IS Capability Models 
Table 2-10 provides an analysis of the adopted method, identified IS capabilities and 
theoretical lenses used in eight distinctive IS capability models. These models were 
selected from a combination of the most widely cited articles and recent articles that 
included IS/IT capabilities in the title (or abstract). The articles were also evaluated 
to identify whether IS capabilities was the core theme within the discussion. This 
process was adopted to identify the distinctive IS capabilities that are described in the 
literature and how these IS capabilities are seen to be contributing towards 
organisation’s business value in those studies. 
Table 2-10: IS capability model analysis 
No.  Context  Origin of Data  IS Capabilities 
Described 
Method/ 
Adopted 
Theory 
1 IT capabilities – Multi-
dimensional construct to 
include organisation and IT 
perspectives along with 
specific IT capability 
measures (Bharadwaj et al. 
1999) 
 
1120 medium to large 
firms (manufacturing, 
retail, transportation, 
banking, financial 
services, petroleum, 
food and insurance) 
1. IT business 
partnerships 
2. External IT 
linkages 
3. Business IT 
strategic thinking 
4. IT business 
process integration 
5. IT management 
6. IT infrastructure 
Empirical 
analysis/ 
RBV 
2 Core IS capabilities 
framework – Exploitation 
of IT (Feeny and Willcocks 
1998a) 
61 organisations 
CIO-level interviews, 
strategic management 
of IS function 
1. Leadership 
2. Business systems 
thinking 
3. Relationship 
building 
4. Architecture 
planning 
5. Making 
technology work 
6. Informed buying  
7. Contract 
facilitation  
8. Contract 
monitoring  
9. Vendor 
Case studies/ 
interviews 
/RBV   
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development 
3 Beyond strategic IS 
towards an IS capability 
(Peppard and Ward 2004) 
Conceptual model 
based on the literature 
on IS capability 
construct for business 
performance 
1. Business and IS 
strategic thinking  
2. Define IS 
contribution (IS 
strategy) 
3. IT capability 
4. Exploitation  
5. Deliver solutions  
6. Supply 
Literature 
analysis/ 
RBV 
4 IT capabilities and their 
effect on competitive 
advantages (Bhatt and 
Grover 2005) 
202 manufacturing 
firms, 
IT executives 
1. Organisational 
learning 
2. IT infrastructure 
quality  
3. IT business 
expertise 
4. Relationship 
infrastructure 
Quantitative/ 
DCT 
5 Effect of IS resources and 
capabilities on firm 
performance 
(Ravichandran and 
Lertwongsatien 2005) 
129 firms in the US 
(banks, financial 
services, insurance, 
insurance, 
manufacturing and 
services, retailers, 
utilities and others) 
1. IS human capital       
2. Infrastructure 
flexibility     
 3. Partnership 
quality   
4. Planning 
sophistication  
5. Systems 
development 
capability  
6. IS support 
maturity   
7. IT operations 
capability 
Quantitative 
empirical 
analysis/ 
RBV 
6 IS capabilities for business 
value (Langdon 2006) 
Theoretical 
conceptualisation  
based on the literature 
1. IS integration  
2. IS flexibility 
Qualitative/ 
Transaction 
cost 
economics/ 
RBV 
7 A process perspective on 
differential business value 
creation by IT – Empirical 
investigation 
(Radhakrishnan et al. 
2008) 
88 firms, process-level 
metrics  
 
1. Operational 
Process capabilities 
(production and 
operations, sales 
and marketing, 
supplier relations, 
customer relations)  
2. Management 
process capabilities 
(administration and 
co-ordination, 
decision making for 
better resource 
utilisation, 
creativity and 
innovations) 
Quantitative 
empirical 
analysis/ 
RBV 
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8 A multi-level model for 
measuring fit between a 
firm's competitive 
strategies and IS 
capabilities (McLaren et al. 
2011) 
Six cases, companies 
with more than 
US$100 million 
revenue, using supply 
chain management for 
over 5 years  
1. Operational 
efficiency    
2. Operational 
flexibility  
3. Planning 
4. Internal analysis  
5. External analysis 
Multiple 
case study/ 
Configuratio
nal theory/  
 
The above list was narrowed down to four models in order to identify the 
models that can address the purpose of this study, namely, to identify the capabilities 
and complementarities needed by SMEs using SaaS for benefits. The following 
criteria were used to narrow down the models: 
1. The top four papers which had the highest citation counts 
2. The models that were empirically validated and refined with subsequent 
publications by one or all of the original authors 
3. The models that identify and explain a minimum of four or more individual IS/IT 
capabilities   
4. The list of individual IS capabilities is categorised using specific themes such as 
the design and delivery of capabilities, management of capabilities and external 
sourcing of IS capabilities. 
The IS capability models have adopted two distinct perspectives with the 
identification of individual IS capabilities and also the impact of IS resources and 
capabilities on the firms. The first perspective is related to the identification and 
operationalisation of IS capabilities in the firms that use IT resources (Bharadwaj et 
al. 1999; Feeny and Willcocks 1998a; Feeny and Willcocks 2006; Peppard and Ward 
2004). The second perspective is related to impact of the resources and IS 
capabilities in terms of the value implications such as benefits, performance, and 
competitive advantages of the firm (Bhatt and Grover 2005; McLaren et al. 2011; 
Ravichandran and Lertwongsatien 2005). Next, a brief overview of each of the four 
selected models is presented along with a comparison of the similarities and 
differences of the IS capabilities across the four models. 
Core IS Capabilities for Exploitation of IT (Feeny and Willcocks 1998a) 
Feeny and Willcocks (1998) were among the early authors who identified a set of 
core IS capabilities in terms of redesigning the IS function within the organisations. 
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The aim of their model was to address the three ongoing challenges in IT 
exploitation (namely, business IT vision, IT architecture, and delivery of IS services) 
and describe the nine core IS capabilities from three research strands (namely, the 
CIO’s role, persona and experiences, target capabilities for effective delivery of IS 
activities and profile of people, and the capabilities related external sourcing of 
services). The nine capabilities and their subsequent refinements are summarised in 
Table 2-11. The nine capabilities are individual HR-based and associated with the IS 
function within a firm. The definitions of the core IS capabilities have evolved to 
reflect the subsequent empirical validations (Willcocks et al. 2006; Willcocks et al. 
2007; Willcocks and Feeny 2006). The definitions of the individual capabilities (as 
given in Table 2-11) show how the conceptualisations of the core IS capabilities have 
evolved to include outsourcing of both IT and business processes.  
Table 2-11: Evolution of IS capabilities in Feeny and Willcocks 
Capability (Feeny and Willcocks 
1998a) 
(Willcocks and Feeny 
2006) 
(Willcocks et al. 2006) 
Leadership “Integration IT effort 
with business purpose 
and activity.” 
Integrates back office 
effort with business 
purpose and activity.” 
“Devise organisational 
arrangements — 
structures, processes, 
and staffing — to 
successfully manage 
the interdependencies 
and ensure that the IT 
function delivers value 
for money.” 
Business systems 
thinking 
“Ensures that IT 
capabilities are 
envisioned in every 
business process.” 
“Ensures that back office 
capabilities are 
envisioned in every 
business process.” 
“In best practice 
organisations, business 
systems thinkers from 
the IT function are 
important contributors 
to teams charged with 
business problem 
solving, process 
reengineering, strategic 
development, and 
delivering E-business.” 
Relationship 
building 
Getting the business 
users constructively 
engaged in IT-related 
issues 
Getting the business 
users constructively 
engaged in issues related 
to business process 
outsourcing 
“Facilitates a wider 
dialogue, establishing 
understanding, trust 
and co-operation 
among business users 
and IT specialists.” 
Architecture 
planning 
Creating a coherent 
blueprint technical 
platform for present and 
future 
Creating a coherent 
blueprint technical 
platform for present and 
future 
“To anticipate 
technology trends so 
that organisations are 
able to operate from an 
efficient and effective 
platform.” 
Making 
technology work 
“Rapidly trouble-shoots 
problems which are 
“Rapidly trouble-shoots 
problems which are 
“Rapidly trouble-
shoots problems which 
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with process being disowned by 
others across the 
technical supply chain.” 
being disowned by others 
across the technical 
supply chain.” 
are being disowned by 
others across the 
technical supply 
chain.” 
Informed buying “Manages the IT 
sourcing strategy to 
meet the needs of the 
business.” 
“Manages the back office 
sourcing strategy to meet 
the needs of business.” 
“Analysis of the 
external market for 
IT/E-business 
services.” 
Contract 
facilitation  
“Ensuring the success 
of existing contracts for 
IS & IT services.” 
“Ensuring the success of 
existing contracts for 
[business process 
outsourcing] services.” 
“Problems and 
conflicts are seen to be 
resolved fairly within 
what are viewed as 
long term 
relationships.” 
Contract 
monitoring 
“Protecting the 
business's contractual 
position, current and 
future.” 
“Protecting the business's 
contractual position, 
current and future.” 
“Holding suppliers to 
account against the 
existing service 
contracts and the 
developing 
performance standards 
of service 
marketplace.” 
Vendor 
development 
“Identifies potential 
added value from 
business service 
suppliers.” 
“Identifies potential 
added value from 
business service 
suppliers.” 
Anchored in the supply 
face of our model, the 
vendor developer is 
concerned with the 
long-term potential for 
suppliers to add value, 
creating the ‘win–win’ 
situations in which the 
supplier increases its 
revenues by providing 
services that increase 
business benefits.” 
 
These nine core IS capabilities are considered as relevant for the purpose of the 
present study due to the following two reasons. Firstly, four out of the nine core IS 
capabilities (namely, contracts management, contracts facilitation, informed buying 
and vendor development) are associated with the externally sourcing of IT which can 
address the identification of IS capabilities associated with the sourcing of SaaS by 
SMEs. Secondly, the IS leadership capability (covering the CIO’s role, persona and 
experience) can be related to SMEs where individual owners’ and managers’ role, 
persona and experiences play a significant role in their strategic and operational 
decisions (Ballantine et al. 1998; Duhan et al. 2001). 
Based on the empirical analysis of the implementation of core IS capabilities, a 
core IS capability was declared as the “capability needed to facilitate the exploitation 
of IT, measurable in terms of IT activities supported and resulting business 
performance” (Willcocks et al. 2006). The same IS capability definition is used in 
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this research for the following reasons: a) the focus of the analysis is on the activities 
performed by SMEs with SaaS, and b) the inclusion of the IS capabilities from the 
Feeny and Willcocks model (1998a). In this analysis, the IT activities performed by 
users are used as the measure to identify the individual IS capabilities in three firms 
in which the IS function was implementing the core IS capabilities. One of those was 
a medium size firm based in Australia. This research adopts the same principle and 
therefore measures the existence of individual IS capabilities through the activities 
performed by individuals within SMEs. These activities are listed in Table 2-15 and 
also referred to within the data analysis (Chapter 3, Section 3.9). 
IS Capabilities as Macro Competencies (Peppard and Ward 2004) 
Peppard and Ward (2004) provide an explicit description of IS capability using a set 
of macro competencies along with a structural model (as shown above in Figure 2-1). 
The model presents IS capabilities through the organisational hierarchy in which 
business/IT knowledge and skills are mapped at the HR level, IS competencies are 
mapped at the process and structure level and IS capabilities (referred to as macro 
competencies) are positioned at the enterprise level based on the strategy and 
investment allocations (Peppard and Ward 2004).  
Peppard and Ward’s (2004) model (Figure 2-1) provides an integrated 
conceptualisation of the IS capability and aligns with the micro foundations of 
organisation capabilities (individuals, processes, structures and routines) from 
evolutionary economics (Felin et al. 2012; Jacobides and Winter 2012) as well as the 
significance of the capabilities development in resource acquisition identified by 
management scholars (Amit and Schoemaker 1993; Makadok 2001) for sustaining 
value creation. This model defines IS capability with six macro competencies, 
namely, formulate strategy, define IS strategy, define IT capability, exploit, deliver 
solutions, and supply, which are explained through the underlying competencies. The 
mapping of the six macro competences and 26 competences is given in Table 2-12. 
Table 2-12: Macro competencies for strategic IT use (Peppard and Ward 2004) 
Macro 
Competence 
Associated Competencies Description 
Formulate 
Strategy 
Business strategy, technology 
innovation, investment criteria 
information governance 
Ensure that business strategy is formulated a to 
take advantage of the technology innovations 
based upon established criteria for investment 
decision on ongoing governance of IS/IT function   
Define IS 
Strategy 
Prioritisation, IS strategy 
alignment, business process 
Ensure that IS investments maximise return on 
investment by: a) adoption of best practices for 
 46  
design, business performance 
improvement, systems and 
process innovation 
business process activities, b) delivering 
information and knowledge to support strategic 
decisions, and c) using new IS/IT innovations for 
creation of new products and services 
Define IT 
Strategy 
Infrastructure development, 
technology analysis, servicing 
strategies 
Define and design IT infrastructure based on 
reliable technology trends and establish the 
selection criteria for IT sourcing  
Exploit Benefits planning, benefits 
delivery, managing change 
Explicit benefits planning and delivery based on 
IT investments and use of IT resources as well as 
managing the business changes required to 
maximise the benefits with IT resources 
Deliver 
Solutions 
Applications development, 
service management, 
information asset management, 
implementation management, 
apply technology, business 
continuity and security 
Define, design and deploy applications, 
information and knowledge to address the 
business requirements and manage technology 
risks to ensure business continuity 
Supply Supplier relationships, 
technology standards, 
technology acquisition, asset 
and cost management, IS/IT 
staff development 
Develop value added supplier relationships and 
effective management of technology acquisition 
and implementation along with development of 
IT staff with skills to address the business needs 
 
This study observes three distinguishing characteristics of the model based on 
the six macro competencies identified in Table 2-12. First, IS capabilities are 
conceptualised as an enterprise-level construct that are enabled by specific IS 
investments. Second, the exploitation macro competency is included to cover 
benefits planning, delivery and managing change activities. This study observed that 
exploitation is an important dimension in terms of sustaining the benefits during 
post-implementation use of IT through managing change activities to realise benefits 
with SaaS initial implementation and subsequent ongoing use. Lastly, this model 
explicates formulating business strategies with IT strategy for effective selection, 
adoption and ongoing adaptation with IT innovations for maximising the business 
benefits through ongoing IT use. Based on the implications of the benefits from 
ongoing use of SaaS by SMEs, this study adds the exploitation specific capabilities 
of benefits management (planning and delivery) and managing change to the a-priori 
considerations in this study. 
IT Capabilities for Competitive Advantages (Bhatt and Grover 2005) 
The Bhatt and Grover (2005) model provides the empirical evidence regarding the 
effect of three capabilities (IT infrastructure, IT business experience and IT 
relationship infrastructure) on competitive advantage for the firm. The model is a 
causal model which analyses the impact of IS capabilities on the competitive 
advantages of the firm. The definitions of IS capabilities are not explicit but inherited 
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from the earlier studies on the individual capabilities. The capabilities are categorised 
into three groups: a) value capabilities, b) competitive capabilities, and c) dynamic 
capabilities. The individual capabilities in each of these groups are described in 
Table 2-13. 
Table 2-13: IT capabilities for competitive advantages (Bhatt and Grover 2005) 
Category Capabilities Description 
Value 1. IT infrastructure Provides the firm with the ability to share 
information across functions, innovate and 
exploit business opportunities and flexibility 
to respond to changes in business strategy. 
Competitive 
 
1. IT management 
a) IT business experience 
b) Relationship infrastructure 
The extent to which: a) IT groups 
understand business; b) there are positive 
relationships between IT and business 
managers. 
Dynamic 1. Organisational learning Involves the accumulation, sharing and 
application of knowledge. Unlike the 
capabilities described earlier that are pure IT 
capabilities, this is an organisational 
capability. Learning is a dynamic concept 
and its use in theory emphasises the 
continually changing nature of 
organisations. 
 
The empirical analysis showed primary evidence for how IT capabilities can 
contribute to sustainable competitive advantages in a firm. The list also includes 
organisational learning capability based on the DCT perspective (Teece et al. 1997). 
The capabilities from this model were not included for our study, since this model’s 
IT capabilities (IT infrastructure, IT business experience, relationship infrastructure) 
are also covered by the architecture planning and relationship management 
capabilities of the Feeny and Willcocks model (1998a).   
IS Capabilities for Firm Performance (Ravichandran and Lertwongsatien 2005) 
This study adopts the resource complementarity view to explain how firms can 
leverage IT resources and capabilities for firm performance. The proposed model 
includes IS resources, IS capabilities and IT support for core competencies and firm 
performance. Table 2-14 provides the four indicators that were grouped under IS 
capabilities. Although this model describes IS capabilities as a firm-level construct of 
a specific set of IS capabilities identified in Table 2-14, these were not included in 
the a-priori list due to specific reasons which are explained next. 
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Table 2-14: IS capabilities for firm performance (Ravichandran and Lertwongsatien 
2005) 
IS Capabilities Description 
IS Planning 
Sophistication 
Ensures that IS goals and initiatives are aligned with the established 
business priorities 
Systems Development 
Capacity 
High quality development of application in a timely and cost effective 
manner 
IS Support Maturity Ensures that systems are effectively utilised by users 
IT Operations Capability Provides efficient and reliable IS operations to ensure business 
continuity 
 
Firstly, this model includes only sourcing assets (external partnership quality) 
rather than capabilities related to sourcing. That proves to be a constraint as those are 
required and relevant for SaaS resources. Secondly, this model uses firm 
complementarities (IT support for core competencies) with a specific focus on core-
competencies of the firm. That is a limiting factor considering SMEs may use SaaS 
for both core and/or non-core needs. However, this is the only model that explicitly 
refers to complementarities required for leveraging with IS/IT resources and 
capabilities as well as its relationship with IS capabilities. Those views are in 
alignment with this study as we aim to investigate and identify the complementarities 
needed by SMEs as well as the relationship of the complementarities with the IS 
capabilities for leveraging SaaS. 
IS Capabilities Comparative Analysis across Models 
A comparison of all IS capabilities across the four models is presented in Table 2-15. 
The comparison uses the Feeny and Willcocks model (1998a) as a reference model 
since the model aims to address the three enduring challenges with IT, namely, 
business-IT vision, design of IT architecture and delivery of IS services. The 
individual capabilities across the four shortlisted models are evaluated to see how 
closely they align with each other based on Feeny and Willcocks (1998) as the main 
reference. As shown in Table 2-15, there are substantial overlaps between them, and 
all the capabilities can be grouped under four logical groups. The first theme (T1) is 
about IS/IT governance, which includes IT leadership, the planning and alignment of 
IS strategy with business strategy capabilities, management of the associated changes 
and benefits planning, and reporting capabilities. The second theme (T2) is about the 
IS/IT alignment with the business activities of the firm. This group includes business 
systems thinking, business process design and improvement, systems and process 
innovation (Peppard and Ward 2004), and business IT partnerships and relationships 
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(Bhatt and Grover 2005; Ravichandran and Lertwongsatien 2005). The third theme 
(T3) is about the IS function-specific activities which include making technology 
work (Feeny and Willcocks 1998a), architecture planning, IT infrastructure quality 
and flexibility (Bhatt and Grover 2005; Feeny and Willcocks 1998a; Ravichandran 
and Lertwongsatien 2005), systems development, and IT support capabilities (Feeny 
and Willcocks 1998a; Willcocks et al. 2006). The fourth theme (T4) is related to 
outsourcing which involves the sourcing of the IS/IT services from external service 
providers. This theme includes informed buying, vendor development, contracts 
facilitation and monitoring, and supplier relationship and external partnership quality 
capabilities (Feeny and Willcocks 1998a; Peppard and Ward 2004; Ravichandran 
and Lertwongsatien 2005). 
Table 2-15: Comparison of IS capability models 
(Feeny and 
Willcocks 1998a) 
(Peppard and Ward 2004) (Bhatt and Grover 
2005) 
(Ravichandran and 
Lertwongsatien 2005) 
IS Leadership (T1) Formulate strategy 
 Business strategy 
 Technology innovation 
 Investment criteria 
 Information governance 
 Sourcing strategies 
Exploitation 
 Benefits planning 
 Benefits delivery 
 Managing change 
   IS planning 
sophistication 
Business Systems 
Thinking (T2) 
Define IS contribution 
 Prioritisation 
 IS strategy alignment 
 Business process design 
 Business performance 
improvement 
 Systems and process 
innovation 
IT business expertise  IT support for 
 Market access 
 Integrity-related 
competency 
 Functionality-
related competency 
Relationship 
Building (T2) 
 Relationship 
infrastructure 
 Internal partnership 
quality 
Architecture 
Planning (T3) 
Define the IT capability 
 Infrastructure development 
 Technology analysis 
Quality of IT 
infrastructure  
Infrastructure flexibility 
 Network & 
platform 
sophistication 
 Data & 
applications 
sophistication 
Making 
Technology Work 
(T3) 
Deliver solutions 
 Applications development 
 Service management 
 Apply technology 
 Business continuity and 
security 
 Information asset 
   Systems 
development 
 IS support maturity 
 IS operations 
capability 
 50  
management 
 Implementation 
management 
Informed Buying 
(T4) 
Supply 
 Technology acquisition 
 Asset and cost management 
    
Contract 
Facilitation (T4) 
Supply 
 Technology acquisition 
    
Contract 
Management (T4) 
Supply 
 Technology acquisition 
   External 
partnership quality 
Vendor 
Development (T4) 
Supply 
 Supplier relationships 
    
  Organisational 
learning 
Supply: IS/IT staff 
development 
 
 This research concludes that there are similarities and differences in terms of 
how these models define and use the individual IS capabilities. First, we describe the 
similarities between these models. The common theoretical underpinning in most of 
these models is the RBV of the firm (Barney 1991; Wernerfelt 1984) from the 
management domain of research. There is also a significant amount of duplication in 
the individual capabilities identified across these models. Business IT strategic 
thinking, business systems thinking, IT infrastructure, IT infrastructure quality, IT 
infrastructure flexibility are examples in Table 2-15 where similar IS capabilities are 
identified by different authors with different terminologies based upon their context. 
 There are also differences in terms of the levels at which the IS capabilities are 
identified and operationalised in these models. The two distinct levels are: IS 
capabilities identified at the individual HR-level of skills, competencies, behaviours 
and attitudes of IS functions (Feeny and Willcocks 1998a), and IS capabilities 
identified at the firm level in terms of strategic direction and investments, and 
management and operational processes performed by individuals’ business and 
technology experiences and expertise (Peppard and Ward 2004). Some capabilities 
identified and associated with the firm level and identified as IT capabilities are 
formulation of business and IS strategies, exploitation of IT, and relationships 
between IT and business functions (Bhatt and Grover 2005; Peppard and Ward 
2004). The individual HR-level examples are IS leadership/governance, business 
systems thinking, architecture planning and informed buying (Feeny and Willcocks 
1998a).  
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In terms of specific business benefits, these models cover firm performance 
(Ravichandran and Lertwongsatien 2005), competitive advantages (Bhatt and Grover 
2005) and differential value creation (Radhakrishnan et al. 2008). Based on this 
analysis, we observe that the IS capabilities are conceptualised and explained 
through many facets to support the business value with the IT discussions. IS/IT 
resources can contribute to the business value in terms of performance and 
sustainable competitive advantage.  
Among these four models, only two have explicitly described and discussed the 
IS capabilities as the main theme within their contributions (Feeny and Willcocks 
1998a; Peppard and Ward 2004). The other two models explain and verify how IS/IT 
capabilities and organisational complementary resources can contribute to the 
business value in terms of performance or competitive advantages with findings from 
empirical analysis (Bhatt and Grover 2005; Ravichandran and Lertwongsatien 2005). 
In addition, the IS capabilities related to the external sourcing of IS/IT resources are 
very limited as the core focus of the analysis is sustainable value with IS/IT 
resources. Further, as shown in the comparative analysis of the four models in Table 
2-15, the capabilities identified by these two models are also represented by IS 
capabilities from two models that are already selected for this study. Hence, IS 
capabilities from these two IS capability models were excluded from the a-priori 
considerations. 
Based on the analysis of the similarities and differences across these models, 
Feeny and Willcocks (1998a) offer a comprehensive model with their coverage of 
three enduring challenges of IT, namely, the business and IT vision, design of IT 
architecture, and delivery of IS services. The same model provides an expansive 
explanation of the four distinct IS capabilities related to the external sourcing of IT, 
namely, informed buying, contract facilitation, contract monitoring and vendor 
development. As the extended coverage of sourcing-related capabilities is relevant to 
the external sourcing of SaaS for this study and due to the extent of this coverage, the 
capabilities in the Feeny and Willcocks model are included as a-priori considerations 
for the analysis in the present study. Although Feeny and Willcocks (1998a) describe 
these capabilities as the core IS capabilities necessary for the exploitation of IT, their 
model associates all the nine IS capabilities as part of the IS function of an 
organisation. However, in the context of SMEs, it is critical to understand and 
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explain the capabilities associated with how IS/IT resources are leveraged by the 
organisational processes and people for two reasons. The first reason is that all the 
IS/IT assets underlying SaaS are owned and controlled by the SaaS vendor. This can 
have potential implications for considering only management and external sourcing-
related IS capabilities to answer Research Question 2. The second reason is that the 
IT resources may or may not exist as a separate function in SMEs as described by the 
Feeny and Willcocks model. Hence, it has become necessary for IS knowledge to 
identify what IS capabilities are sourced internally or externally and who is 
responsible for the IS capability when it is internal to the firm. 
The Peppard and Ward (2004) model elaborates the exploitation capability 
with three competencies associated with the ongoing use of IS/IT resources, namely, 
benefits planning, benefits delivery, and managing change. The exploitation was 
extended to include the project management capability based on another SME study 
(Cragg et al. 2011). In addition to the sourcing process of IS/IT resources, the 
ongoing use of IS/IT assets is also important for ensuring the positive impact for 
sustaining organisational benefits (Peppard and Ward 2004) and competitive 
advantages (Bhatt and Grover 2005). This research observes that the ongoing use of 
IS/IT resources and their impacts on firms are not directly addressed by the informed 
buying, business systems thinking and leadership capabilities in the Feeny and 
Willcocks model. Hence, the present study includes the underlying capabilities of the 
IS exploitation within the a-priori model. In order to analyse the continuous use of 
SaaS within the SMEs, this research includes the three competencies of exploitation 
capability, namely, benefits management, managing change and project 
management, in the a-priori list and adds them to the Feeny and Willcocks model.  
The exploration of IT capabilities in the context of SME use of IS has been 
ongoing within IS research (Kim et al. 2011; Lester and Tran 2008). Many empirical 
validations have used the Peppard and Ward model (Peppard and Ward 2004) to 
analyse macro competencies in SMEs (e.g. Cragg et al. 2011) as well as the Feeny 
and Willcocks model (Feeny and Willcocks 1998a) to identify IS capabilities in 
medium size firms (e.g. Willcocks et al. 2006).  Therefore, this research developed 
an a-priori list of selected IS capabilities (Table 2-16) from these two models. The 
next section presents a brief explanation of the use of the term “IS capability” instead 
of the term “macro-competence” in this study. 
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Focus and Use of IS Capabilities Concept   
This research adopts the term “IS capability” to refer to IS capabilities in the a-priori 
model prepared for this study for two reasons. Firstly, nine capabilities in the a-priori 
model were identified from the Feeny and Willcocks model (1998a) and those 
authors use the term “IS capability” consistently across all their studies to refer to 
these constructs (Feeny and Willcocks 1998b; Willcocks et al. 2006; Willcocks et al. 
2007). This research also notes that Peppard and Ward (2004, p176) explicitly refer 
to the Feeny and Willcocks list as “core IS competencies” based on the level at 
which those authors have associated competencies. As the present research aims to 
study the users (individuals) within SMEs that make use of SaaS (as IS resources) 
within their day-to-day routine activities (tasks), the term “IS capability” is adopted 
to refer to the 12 constructs in the a-priori list. With this approach, the benefits 
management, managing change and project management competencies are also 
referred to as IS capabilities in this study although Peppard and Ward referred to 
them as competencies. 
2.6.5 A-Priori Model of IS Capabilities 
To summarise, this research aims to explore and identify the IS capabilities needed 
by SMEs for sourcing and leveraging SaaS, starting with the following list of a-priori 
IS capabilities (Table 2-16). The expanded descriptions are derived from the two 
models that were chosen from the study, namely, the Feeny and Willcocks model 
(1998a; Feeny and Willcocks 1998b) and the Peppard and Ward model (2004). 
 
Table 2-16: A-priori model of IS capabilities 
No. IS Capability  Expanded Descriptions 
1 IS leadership “Devise organisational arrangements —structures, processes, and staffing 
— to successfully manage the interdependencies and ensure that the IT 
function delivers value for money.” (Willcocks et al. 2006) 
2 Business 
systems 
thinking 
“In best practice organizations, business systems thinkers from the IT 
function are important contributors to teams charged with business 
problem solving, process reengineering, strategic development, and 
delivering E-business.” (Willcocks et al. 2006) 
3 Relationship 
building 
“Facilitates a wider dialogue, establishing understanding, trust and co-
operation among business users and IT specialists.” (Willcocks et al. 2006) 
4 Architecture 
planning 
“To anticipate technology trends so that organisations are able to operate 
from an efficient and effective platform.” (Willcocks et al. 2006) 
5 Making 
technology 
work 
“Rapidly trouble-shoots problems which are being disowned by others 
across the technical supply chain.” (Willcocks et al. 2006) 
6 Informed 
buying 
“Analysis of the external market for IT/E-business services.” (Willcocks et 
al. 2006) 
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7 Contract 
facilitation 
“Problems and conflicts are seen to be resolved fairly within what are 
viewed as long term relationships.” (Willcocks et al. 2006) 
8 Contract 
monitoring 
“Holding suppliers to account against the existing service contracts and the 
developing performance standards of service marketplace.” (Willcocks et 
al. 2006) 
9 Vendor 
management 
“Anchored in the supply face of our model, the vendor developer is 
concerned with the long-term potential for suppliers to add value, creating 
the “win–win” situations in which the supplier increases its revenues by 
providing services that increase business benefits.” (Willcocks et al. 2006) 
10 Benefits 
management 
Explicitly identify, plan and evaluate the benefits derived from IT 
investments and use. (Cragg et al. 2011) 
11 Managing 
change 
Make the required business and organisational changes required to 
maximise the benefits with IT adoption. (Cragg et al. 2011) 
12 Project 
management 
Manage project scope, resources and time through planning, organising 
and controlling multi-disciplinary teams. (Cragg et al. 2011) 
 
Next, this study presents how IS capabilities will be identified from SMEs that 
were sourcing and using SaaS. Based on the activity-based identification of IS 
capabilities in the implementation of the core IS capabilities study by Willcocks et al. 
(2006), this study adopted an activity-based identification of IS capabilities within 
SMEs that were sourcing and leveraging SaaS. The next section presents the specific 
reasons for choosing the activity-based identification of IS capabilities along with a 
list of the activities associated with each IS capability in the a-priori list in Table 2-
16. 
Activities for Identification of IS Capabilities in SMEs  
Individuals, processes and structures are identified as the micro foundations of 
organisational routines and capabilities (Felin et al. 2012). However, the strong 
unifying thread associated with capabilities is the emphasis on “what the 
organisations can actually do” and the distinction between that and the intention or 
motivation to do something (Jacobides and Winter 2012). The same view of ability 
to do (action) is also explicated in the definition of capability as an ability of the firm 
“to deploy resources usually in combination using organisational processes to affect 
the desired end” (Amit and Schoemaker 1993,p35). All capabilities can be identified 
as well as appraised through the firm’s activities that are functionally classified 
(Grant 1991). In other words, capabilities of the firm can be studied through the 
activities of functional processes such as HR, sales, marketing and IS. In the simplest 
sense (Felin et al. 2012): 
 A process is a sequence of inter-dependent events;  
 Putting processes into action requires the intervention of individuals;  
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 Interactions among the processes and individuals within the firm may provide 
insights into how capabilities and routines emerge and the identification of 
capabilities may be gained from the interviews.   
Activities, routines or business processes are the mechanisms through which 
resources and capabilities become exposed to market demands where their ultimate 
value and ability to generate competitive advantage benefits are realised (Ray et al. 
2004). 
Hence, this study adopts the activity-based identification of capabilities in all 
SaaS-using activities within SME functional processes that used Sales Cloud and 
other SaaS applications. The activity-based identification of IS capabilities is also 
adopted by three of the models (Feeny and Willcocks 1998a; Peppard and Ward 
2004; Ravichandran and Lertwongsatien 2005). This study explicates the list of 
activities that were referred to by these authors as part of the IS capabilities 
identification in their models. The underlying activities for the first nine capabilities 
(the second column in Table 2-17) are identified based on the analysis of the 
activities described in the works by the original authors (Feeny and Willcocks 1998a; 
Reynolds and Willcocks 2009a; Willcocks et al. 2006; Willcocks and Feeny 2006). 
Table 2-17: Activities underlying IS capabilities 
No. IS Capability Underlying Activities Motivating 
Values 
1 Leadership/ 
Governance  
 
 Integrate efforts with business purpose and activity  
 Devise organisational arrangements – Structure, 
processes and staffing  
 Influence the overall business perception of the IT role 
 Establish a strong business IT relationship at the 
executive level 
 Ensure IT function delivers value for money 
Strategy 
Structure 
Individuals 
2 Business 
systems 
thinking 
 Understand connections and interdependencies in 
business activity  
 Contribute to problem solving, process reengineering 
activities   
 Ensure IS/IT capabilities are envisioned in every 
business process  
Strategy 
3 Relationship 
building 
 Get the business constructively engaged in operational 
IS issues  
 Develop users’ understanding of IT potential 
 Help users and IT specialists work together 
 Ensure user ownership and satisfaction 
Structure 
Individuals 
4. Architecture 
planning 
 Create a coherent blueprint for a technical platform that 
responds to current and future business needs 
 Anticipate the technology trends to allow firms to 
operate on effective and efficient platforms 
 
 
Technology 
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No. IS Capability Underlying Activities Motivating 
Values 
5 Making 
technology 
work 
 Trouble-shoot problems rapidly which are being 
disowned by others across the technical supply chain 
 Address business needs which cannot be properly 
satisfied by standard technical approaches 
 Short-term oriented and pragmatic 
Technology 
6 Informed 
buying 
 Manage IS sourcing strategy  
 Analyse the external market for IS/IT services 
 Lead the tendering, contracting and service management 
processes 
Strategy 
Structure 
7 Contract 
facilitation 
 Ensure the success of existing contracts 
 Ensure that problems and issues are resolved fairly 
within the long-term relationships 
Structure 
Individuals 
8 Contract 
monitoring 
 Protect business contractual position for the current time 
and future 
 Hold suppliers accountable  
 Develop performance standards of the services 
Structure 
9 Vendor 
development 
 Identify potential added value of SaaS suppliers 
 Create win-win situations for both vendor and business 
Strategy  
Individuals 
10 Benefits 
management
2
 
 Explicitly identify, plan and evaluate the benefits 
derived from IT investments and use (Cragg et al. 2011; 
Peppard and Ward 2004) 
Strategy 
Structure 
11 Managing 
Change 
2
 
 Make the required business and organisational changes 
required to maximise the benefits with IT adoption 
(Cragg et al. 2011; Peppard and Ward 2004) 
Structure 
 Individuals 
12 Project 
management
2
 
 Manage project scope, resources and time through 
planning, organising and controlling multi-disciplinary 
teams (Cragg et al. 2011; Peppard and Ward 2004; 
Willcocks et al. 2006)  
Structure 
 
Based on the precedence of using activities to identify capabilities and IS 
capabilities, the present study analyses the activities demonstrated by the SaaS users 
to identify the IS capabilities within selected SMEs. In addition to the identification 
of IS capabilities through the activities done with SaaS, this study also aims to 
identify the user roles performing those activities and other structural information 
(e.g. was it the responsibility of the IS function or user function). As SMEs have 
traditionally used their local partners to support their technical needs, this study also 
aims to identify whether the activity was done by an internal user or an external 
intermediary firm. Along with identifying the IS capabilities based on activities (i.e. 
tasks within the SME processes performed with SaaS use), this study also gathers 
data about the individuals (skills, knowledge and experience of interview 
                                                 
 
2
 The original authors used the term “exploitation” as a macro competency and included four distinct 
competencies (benefits planning, benefits delivery, managing change, project management). It was 
integrated into three capabilities (benefits management which includes planning and delivery, project 
management and managing change) for the a-priori model in this study. 
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participants) and the structural association of SaaS users (internal versus external, IS 
function or user function). 
2.7 ORGANISATIONAL COMPLEMENTARITIES 
A recent study has reported the contrary nature of findings regarding the relationship 
between IT capability and firm performance (Chae et al. 2014). A similar view is 
also expressed by economics and management scholars who have identified the 
complementarity of resources to explain the heterogeneous nature of value 
generation when multiple firms access and use the same resources such as 
technology innovations (Brynjolfsson and Hitt 2003; Teece et al. 1997). The 
conceptualisation of complementarity refers to how one resource may influence 
another resource and how that relationship can influence the firm’s performance or 
sustainable competitive advantages (Teece 1986). IS researchers have also explicated 
that IS resources alone may be insufficient to sustain IT-enabled benefits for 
organisations due to: a) ease of access to these resources in the marketplace for all 
firms, and b) the roles of complementarities within the firm that interact with the IS 
resources (Clemons and Row 1991; Powell and Dent-Micallef 1997). Human 
resources (open organisation, open communications, consensus, CEO commitment, 
flexibility to encourage change and experimentation, IT and strategy integration) and 
business resources (supplier relationships, supplier-driven IT, training, process 
redesign, teams, benchmarking and IT planning) were identified as the 
complementarities for sustainable competitive advantages with IT resources 
(hardware, software and networks) (Powell and Dent-Micallef 1997). Skilled labour 
was also identified as a HR-level complementarity that is common across IT, 
workplace organisations and new products and services based on firm-level 
empirical analysis (Bresnahan et al. 2002).  
This study associates HR complementarities as individual-level 
complementarities and business complementarities as firm-level complementarities 
for the analysis of SMEs. The question of complementarities is very relevant for the 
context of this study whereby SaaS is a common resource available for all firms. 
Hence, this research posits that it has become necessary to identify SME 
complementarities (at both the firm level and the individual level). This section 
provides a review of the limited knowledge that exists within the IS domain 
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regarding the organisational complementarities associated with the IS resources 
related to sustaining value through the use of IS/IT resources. 
Past empirical analyses have identified a set of complementarities that are 
associated with IS assets and capabilities. These are described in Table 2-18. 
Table 2-18: Complementarities in IS body of knowledge 
No. Complementarities Level of 
Association 
Authors and Observations 
1 Flexible culture Firm IT resources alone have not produced 
sustainable competitive advantages in the retail 
industry. Some firms have gained advantages 
using IT to leverage complementary intangible 
human and business resources. This explains 
why some firms outperform others using the 
same IT resources (Powell and Dent-Micallef 
1997). 
2 Strategic planning and IT 
integration 
Individual roles  
3 Supplier relationship Firm 
4 IT infrastructure Function  IT infrastructure as a complementarity for e-
commerce capability (Zhu 2004). 
5. Top management 
commitment to IS 
Individual Strong top management commitment to IS will 
interact with IS resources to positively affect 
performance (Wade and Hulland 2004). 
6 Organisational structure  Firm Affects the role of IS resources within the firm  
7 Corporate culture Firm Corporate culture, particularly as it relates to the 
level of innovation within a firm, has been 
shown to influence the effectiveness of IS 
adoption and use (Barley 1990; Orlikowski 
1996 in Wade and Hulland 1994). 
8 Size, location and 
industry 
Firm Factors such as firm size, location, and 
industry can influence how information 
systems resources affect firm performance and 
competitive advantage (Wade and Hulland 
2004). 
9 Knowledge management  Firm IT relatedness and knowledge management 
capabilities are complementary. Knowledge 
management capabilities are an important 
intermediate organisational mechanism through 
which the benefits of IT relatedness are 
converted into performance effects at the 
corporate level (Tanriverdi 2005). 
 
Wade and Hulland (2004) explained that resource complentarities are a 
potential moderator and classified the moderators into two groups, namely, 
organisational factors (complementarities that operate within the firm) and 
environmental factors (complementarities that operate outside the firm boundaries). 
The list of internal factors includes top management commitment to IS, corporate 
culture and the other factors listed in Table 2-18, as this study aims to focus on the 
SME organisational complementarities needed for SaaS use and benefits. The nature 
of the interacion between IS capabiliies and complementarities needs further 
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investigations to identify whether IS capabilities influence the firm benefits 
(performance and/or sustainable competitive advantages) both directly and indirectly 
through the complementarities or only indirectly through the complementarities 
(Wade and Hulland 2004). This study aims to analyse the organisational 
complementarities of SMEs that are associated with IS capabilities to explain if the 
IS capabilities can have a direct effect on SMEs’ performance and competitive 
advantage benefits. 
A study reported that the management education of the owners is one of the 
complementary resources that enable productivity benefits from IS use in SMEs in a 
developing country (Siqueira and Fleury 2011). However, the benefits such as 
productivity enhancements from the use of IT are not only gained during adoption 
but increase many times due to the complementary innovations of the firms during 
ongoing use of the technology (Brynjolfsson and Hitt 2003). This study posits that 
the temporal dimension of the relationship between IS capabilities and organisational 
comlementarities is needed as part of the investigations related to the direct and 
indirect effect on SMEs’ benefits.  
Based on these fiindings, this study identifies that the knowledge is scant on 
the SME complementarities in terms of sustaining the benefits from ongoing use of 
SaaS resources.Hence, this study identifies two distinct knowledge gaps in terms of 
the SME complementarities related to the use of commonly available IT assets such 
as SaaS. The first gap is the lack of knowledge on the specific complementarities 
needed by the SME usingcommonly available SaaS assets. The second gap is related 
to the type of relationship (one contributing to other or mutually reinforcing or one 
destroying the other) between the SME complementarities and IS capabilities. 
Research Question 3, namely, “What are the complementarities needed by SMEs for 
leveraging SaaS?” is designed to address these gaps. 
2.8 CHAPTER CONCLUSION 
This review provided a synthesis of existing knowledge to identify the differentiating 
characteristics of SaaS as an IT resource for SMEs, and established the need for new 
knowledge on IS capabilities and complementarities based on the identification of 
gaps. It also identified an a-priori model of IS capabilities based on highly cited IS 
capability models along with underlying activities for identification of IS capabilities 
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from SMEs’ SaaS-using routines. This section provides the definitions of SaaS, 
SMEs, sourcing and leveraging models, IS capabilities and complementarities. It 
explicates the knowledge needs related to the IS capabilities and complementarities. 
It concludes with the research questions designed to address the identified knowledge 
gaps on IS capabilities and complementarities needed by SMEs for sourcing and 
leveraging SaaS and the a-priori list of IS capabilities and complementarities from 
existing knowledge. 
2.8.1 Key Construct Definitions 
Table 2-19 provides a consolidated list of the definitions adopted for this study. 
Table 2-19: Key construct definitions 
Constructs Definition Adopted for This Study Reference Key Reasons 
Software as 
a Service 
(SaaS) 
“The capability provided to the consumer 
to use the provider’s applications running 
on a cloud infrastructure. The applications 
are accessible from various client devices 
through a thin client interface such as a 
web browser (e.g. web-based email). The 
consumer does not manage or control the 
underlying cloud infrastructure including 
network, servers, operating systems, 
storage, or even individual application 
capabilities, with the possible exception of 
limited user-specific application 
configuration settings.” 
(Mell and 
Grance 2011b) 
The definition covers 
the differentiating 
characteristics of SaaS 
as an IT artefact in 
terms of service 
provision, 
infrastructure 
ownership by the 
providers, internet-
based access 
mechanism and limited 
control for users. 
Small and 
Medium 
Enterprises 
Firms with less than 500 employees. 
Small: 1–49 employees 
Medium: 50–499 employees 
US Small 
Business 
Administration  
(Senderovitz 
2009) 
Most adopted 
definition for SMEs, 
SaaS is a common 
resource for all global 
SMEs 
Sourcing 
SaaS 
Service requirements, vendor evaluation, 
contract agreement, implementation (SaaS 
customisation and configuration) and 
measurements 
(Axelsson and 
Wynstra 2002; 
Selviaridis et 
al. 2011) 
This definition 
provides for both 
business services 
sourcing and 
outsourcing of IT 
dimension associated 
with sourcing SaaS. 
Leveraging 
SaaS 
SaaS Use: 
SaaS use can measured with three 
measures: a) the user (i.e. subject using 
SaaS), b) type of enterprise SaaS 
application (i.e. specific SaaS applications 
in use), and c) a business task that is being 
performed by SME with SaaS 
 
 
SaaS Benefits: 
Net benefits are identified with 
organisation benefit measures and 
categories (strategic, informational, 
transactional and transformational) with 
SaaS use  
Rich measures 
for system use 
(Burton-Jones 
and Straub 
2006) 
 
 
 
 
(Petter et al. 
2013) 
(Gregor et al. 
2006; Mirani 
and Lederer 
1998) 
This use is one of the 
most analysed 
measures of the IS 
success model 
validation and the 
simplicity of 
measuring most rich 
measures (user, task 
and IT) in SMEs. 
The net benefit is a 
critical output measure 
related to IS success 
and useful to see the 
differences in SMEs 
with SaaS 
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Constructs Definition Adopted for This Study Reference Key Reasons 
IS capability “Capability needed to facilitate the 
exploitation of IT, measurable in terms of 
IT activities supported and resulting 
business performance.” 
(Willcocks et 
al. 2006) 
SaaS assets are owned 
by vendors and IS 
capabilities provide the 
only option  
Comple-
mentarity 
Complementarity refers to how one 
resource position may impact another and 
how the relationships between those two 
can influence the performance outcomes 
for a firm 
(Teece 1986) This study aims to 
identify the SME 
complementarities and 
their association with 
IS capabilities 
 
2.8.2 IS Capabilities and Complementarities for SMEs’ SaaS Use and Benefits 
Based on the above review, this research identified three distinct knowledge gaps 
that need to be addressed in IS research. The first one arises from the limited 
empirical research of how SMEs can source and leverage SaaS as an IS resource 
based on the anticipated benefits from the use of SaaS applications (as explained in 
Section 2.4). The “as a service” delivery model of IT resources as SaaS enterprise 
applications is described as a paradigm shift on the software supply side (Hilkert et 
al. 2010) due to change of the asset ownership from SMEs to SaaS vendors. This 
shifting nature of IS inputs with SaaS creates the second gap in terms of the new 
knowledge on IS capabilities needed for SMEs’ use of SaaS applications that are 
owned and controlled by SaaS vendors.  
Based on an extended review of the adoptionof the RBV theory in IS, Wade 
and Hulland (2004) called for the identification of resource complementarities that 
can either enhance or be replaced by the IS resources and capabilities to sustain long-
term benefits with IS (Wade and Hulland 2004). Thus, the scant knowledge on SME 
complementarities is the third gap that this study aims to address with the 
identification of SME complementarities needed by the SMEs for leveraging SaaS.It 
also aims to identify the association between the SME complementarities and IS 
capabilities needed by the SMEs for sustaining the benefits of ongoing SaaS use. 
This study aims to address those knowledge gaps with the following research 
questions: 
RQ1: How do SMEs source and leverage SaaS? 
1.1: How do SMEs source SaaS for their business activities? 
1.2: How do SMEs leverage SaaS for their business activities? 
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RQ2: What are the IS capabilities needed by SMEs for sourcing and leveraging 
SaaS? 
2.1: What internal IS capabilities are needed by SMEs? 
2.2: What external IS capabilities are provided by SaaS intermediaries? 
2.3: Which IS capabilities are at the individual level and which are at the 
firm level? 
2.4: Which IS capabilities are the responsibility of business and which are 
the responsibility of IT? 
RQ3: What are the organisational complementarities needed by SMEs for the 
sourcing and leveraging of SaaS? 
3.1: Which organisational complementarities are at the individual level and 
which are at the firm level? 
3.2: What are the relationships between organisational complementarities 
and IS capabilities? 
The research design and methodology adopted to answer the above three 
research questions are elaborated in the next chapter. 
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Chapter 3: Research Design 
3.1 INTRODUCTION 
As explained in Chapters 1 and 2, this research aims to address the knowledge gaps 
in relation to the IS capabilities required for the context of SME sourcing and 
leveraging of SaaS resources for business benefits. This chapter starts by explaining 
the choice of critical realism as the ontological paradigm for this study. It expands on 
the reasons for choosing the qualitative research strategy using the case study 
methodology and presents the multiple case design of this study. Considering the 
dynamic nature of SaaS resource environments and the scant knowledge on IS 
capabilities for the SME context, this research adopted an explorative approach with 
the case study strategy. This research adopts the multiple case study design for the 
investigation phase with the aim to generalise the findings for growth-oriented 
SMEs. 
3.2 RESEARCH PARADIGM 
A paradigm essentially represents a “world view” that defines, for its holder, the 
nature of the world, the individual’s place in it, and the range of possible 
relationships in the world and its parts (Guba and Lincoln 1994). The researcher’s 
beliefs concerning the nature of reality (ontology) and how knowledge about reality 
is gained from within the paradigm (epistemology) drive the research techniques 
(methodology) (Guba and Lincoln 2004; Healy and Perry 2000; Perry et al. 1999; 
Thompson and Perry 2004). The selection of the most appropriate paradigm guides 
the researcher’s view of reality, the relationship between the researcher and reality, 
and the methodology used by the investigator, as outlined in Table 3-1. Therefore, 
the justification of the research paradigm for this study is essential at this stage 
before expanding on the epistemology and methodological choices of this 
exploration. 
The majority of IS researchers have adopted the combination of the positivism 
paradigm with quantitative methodology to explain and predict the constant 
conjunction of events for causality reflecting the natural science 
approach(Orlikowski and Baroudi 1991). The adoption of the interpretivism 
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paradigm with qualitative methods has been slowly increasing in the last two  
discipline across organisations, societies and people and can provide for social 
science philosophical considerations for the researcher (Chen and Hirschheim 2004; 
Walsham 2006). The third paradigm is critical realism paradigm (Bhaskar 1989; 
Bhaskar 2008) which aims for explanation over prediction. The need to consider the 
critical realism paradigm since it allows the researcher to address the natural and 
social science considerations of the phenomenon (Dobson 2001; Mingers 2004b). 
Table 3-1: Comparison of paradigms (Tsang 2014) 
Item Positivism Paradigm Interpretivism 
Paradigm 
Critical Realism  
Paradigm 
Ontology 
(Reality) 
Objective reality with the 
human 
conception of causality as 
a constant conjunction of 
events 
Reality socially 
constructed by 
humans via 
subjective meanings; 
the possible multiple 
realities 
Objective, stratified reality 
(i.e. domains of 
the real, actual and 
empirical) consisting of 
structures, mechanisms, and 
events 
Epistemology  
(Relationship 
between 
researcher and 
that reality) 
Discovering law-like 
relationships that have 
predictive power using a 
hypothetic-deductive 
approach 
Knowledge creation 
by interpreting the 
subjective meanings 
and actions of 
subjects according to 
their own frame 
of reference 
Reproduction used to create 
theories 
regarding the structures and 
mechanisms that generate 
the observable events 
emphasising explanation 
over prediction 
Methodology 
(Technique 
used to 
discover that 
reality) 
Tendency towards 
employing 
quantitative methods 
based on large 
samples 
Primarily qualitative 
methods such as 
ethnographies and 
case studies 
No preferences given; IS 
studies have adopted and 
employed the qualitative 
methods 
 
This study adopts critical realism as the ontological paradigm. In this section, a 
brief overview of the critical realism paradigm is given along with the reasons for 
choosing critical realism as the ontological paradigm for this study. The section 
concludes with the ontological assumptions based on critical realism to identify what 
is needed by SMEs for leveraging SaaS. 
Critical Realism 
Bhaskar (2008) described critical realism as an alternative paradigm to overcome the 
constraints of explaining causality in social contexts resulting from the constant 
conjunction of events prescribed by positivism and interpretivism. This view is 
echoed by Smith (2006) in the IS domain with his explanation on how critical 
realism can allow IS researchers to overcome theory–practice inconsistencies. 
Critical realism was described as the structures and mechanisms are real and distinct 
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from the patterns of events that they generate; just as events are real and distinct from 
the researcher’s experiences in which they are observed. Based on this notion of 
critical realism, mechanisms, events and experiences are identified as the three 
overlapping domains of reality as shown in Table 3-2 (Bhaskar 2008). 
Table 3-2: Domains of critical realism (Bhaskar 2008) 
 Domain of Real Domain of Actual Domain of Empirical 
Mechanisms    
Events    
Experiences    
 
This form of research attempts to understand a common reality in which many 
individuals operate independently and is also referred to as post-positivism (Guba 
and Lincoln 2004; Perry et al. 1999). The realist believes that there exists a real 
world to discover, even if it is an imperfect one (Guba and Lincoln 2004; Perry et al. 
1999; Thompson and Perry 2004; Tsoukas 1989). Perceptions for realists are 
viewpoints of reality; that is, perceptions give a picture of reality that is then 
triangulated with other perceptions (Perry et al. 1999; Thompson and Perry 2004). 
The discovery of structures and mechanisms of experiences and events is a particular 
goal of this paradigm (Perry et al. 1999; Tsoukas 1989). In contrast to constructivists 
and critical theorists who consider there are many realities, a realist considers there 
to be only one reality (Perry et al. 1999; Thompson and Perry 2004).These many 
perceptions of reality are triangulated to paint a better picture of that one reality 
(Perry et al. 1999; Thompson and Perry 2004).  
Critical realism is referred as ontology of the post-positivism paradigm and its 
methodological considerations facilitate the conduct of inquiries in more natural 
settings, enable the collection of more situational information and reintroduce 
discovery as an element in the inquiry on the foundation of objectivist epistemology 
(Guba and Lincoln 1994). Guba and Lincoln (1994) also compared positivism and 
post-positivism and explained similarities in terms of : a) the purpose of the inquiry 
(explanation with the ultimate goal of prediction and control), b) knowledge 
accumulation (each fact serving as a building block that adds to the growing “edifice 
of knowledge”), c) the quality of the inquiry (rigor in terms of internal and external 
validity, reliability and objectivity), d) the role of values (value-free and value-
aware), and e) the role of ethics (an important consideration taken seriously by 
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inquirers and formally monitored by human subject research committees). The key 
difference is that with positivism the knowledge claims can be accepted as facts or 
laws, whereas with post-positivism the claims can be regarded as probable facts or 
laws. In addition to this, critical realism aims for explanation compared to the aim of 
explanation and prediction in the positivism paradigm. Next section provides a 
synthesis of critical realism paradigm adoption within IS research. 
Critical Realism in IS Research 
The position of critical realism enables the researcher to take a pluralist view 
(incorporating both positivism and interpretive elements) in studies involving 
complex and innovate technologies in organisations (Mingers 2004b). IS researchers 
provided specific reasons to consider the critical realism paradigm particularly for 
the applied IS context in terms of IS use in organisations as a form of social structure 
(Dobson 2001; Mingers 2004a; Mingers 2004b). The critical realism ontology is also 
proposed as a possible solution to address the inconsistencies located between the 
researcher’s stated ontological assumptions and research practice and results within 
IS (Smith 2006). Smith (2006) noted that critical realism provides a notion of 
causality that allows for the capture of the underlying “why” questions posed in IS 
research (i.e. significance of positivist element) and also gives a solid ontological 
grounding for interpretivist research reaffirming the importance of the interpretation 
of contextual factors (significance of interpretive element). This research adopts 
these views and posits that critical realism can be important for IS researchers who 
are studying IS in the context of social structures.  Hence this study adopts the 
critical realism paradigm to understand how a contemporary IS artefact (i.e. SaaS) is  
leveraged by SMEs. This stance is further supported by the following reasons given 
by Mingers (2004b): a) critical realism allows researchers to take a realist stance 
while accepting the major critiques of naive realism/positivism, b) critical realism 
addresses both natural and social science requirements and thus covers the main 
domains of IS, and c) critical realism fits well with the reality of IS as an applied 
discipline. Also the repeatability and generalisability of new knowledge is a 
necessity Smith (2006) proposed critical realism as a solution for such needs as well 
as  concluded that the major benefits of critical realism flow from the re-
interpretation of the activity of science to better explain previous research within new 
contexts. Hence, this study posits that critical realism can be useful to explore and 
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explain how the contemporary IS artefacts (i.e. SaaS) can be leveraged by 
organizational structures (i.e. SMEs). Critical realism has also been used as the 
ontological paradigm in past analysis of how SMEs benefit from IS use (Caldeira and 
Ward 2002).  The adoption of critical realism is also increasing within IS research to 
investigate the growing use of internet-based service technologies and the associated  
impact on individuals and organisations (Henfridsson and Bygstad 2013; Mingers 
2004b; Morton 2006; Volkoff and strong 2013).  
Based on the above reasons, this exploration chose critical realism as the 
paradigm. It is also noted that most of the highly referenced IS capability model 
related studies identified in chapter 2 (Table 2-10) do not explicitly identify the 
ontological paradigm adopted by the research team. This research is one of the first 
to choose critical realism as the paradigm to empirically examine the existence of IS 
capabilities and organizational complementarities to explain how SMEs can achieve 
success with SaaS. The next section provides more details on the design and analysis 
techniques adopted in this research. 
3.3 QUALITATIVE RESEARCH STRATEGY 
Qualitative research involves a naturalistic approach to the world and involves 
studying things in their natural settings, attempting to make sense of, or interpret, 
phenomena in terms of the meanings people bring to them (Denzin and Lincoln 
2008). The researcher’s role is to gain a holistic overview through systematically 
encompassing and integrating perspectives of the phenomenon under study and the 
main task is to explicate the ways in which people in particular settings come to 
understand, account for, take action and otherwise manage their day-to-day 
operations (Miles and Huberman 1984). This research adopted the qualitative 
research strategy to understand how SMEs can source and leverage SaaS based on 
the considerations of the contextual factors associated with growth-oriented SMEs to 
understand how they make the necessary changes and use SaaS resources as part of 
their day-to-day routines based on their goals. This study was also designed as an 
explorative study due to the contemporary nature of SaaS and limited knowledge on 
IS capabilities and complementarities associated with SaaS use by SMEs. The study 
involved six SME cases that had been using SaaS within their operating 
environments without any control of the SMEs’ behaviours in terms of how they 
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sourced and leveraged SaaS as part of their day-to-day routines (i.e. studying things 
in their natural settings). 
SMEs differ significantly in terms of their assets, processes, structures and 
strategic aspirations (Ghobadian and Gallear 1997). These constructs are described as 
contributing factors towards a firm-level association of IS capabilities based on the 
hierarchical representation of the firm (Peppard and Ward 2004). In addition, as 
shown in Chapter 2 (Tables 2.6 and 2.7), SMEs’ structures, processes and strategic 
aspirations differ in terms of how they adopt and use IS/IT resources compared with 
large firms (Ballantine et al. 1998; Levy and Powell 2000). However, since SaaS 
applications provide common access to large complex enterprise applications for 
firms of all sizes (both large firms and SMEs), the list of IS capabilities (Table 2.17) 
derived from the empirical analysis of traditional IT use in large firms was 
established as a starting point to explore what IS capabilities are needed by SMEs to 
leverage the same IS resource. Hence, this exploration aims to identify the specific IS 
capabilities and complementarities that are needed by growth-oriented SMEs in their 
use of SaaS as an IT resource. 
Based on the contemporary nature of SaaS applications and the need to 
understand the SME-specific information (structures, processes, individuals’ 
knowledge, skills and experiences) associated with the SaaS use in the growth-
oriented SMEs, this study adopted the case study methodology for the investigations. 
The next section provides an overview of the case study methodology before 
expanding on the multiple case design planned for this study. 
3.4 CASE STUDY METHODOLOGY 
This section provides a brief overview of case study methodology, reasons for 
choosing case study for this research. It also provides a synthesis of IS knowledge on  
case studies based on critical realism.  
A case study is an empirical inquiry for investigating a contemporary 
phenomenon (a ‘case’) in depth and within the real life context, especially when the 
boundaries of the phenomenon and context are not clearly evident before the 
investigation starts (Yin 2009). The case study methodology examines a 
phenomenon in its natural setting, employing multiple methods of data collection to 
gather information from one or more entities, namely, individuals, groups or 
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enterprises (Benbasat et al. 1987). Adopting the case study methodology is 
advantageous when a ‘how’ or ‘why’ question is being asked about a contemporary 
set of events over which the investigator has little or no control (Yin 2009). This 
study’s first research question is designed to investigate how SME’s source and 
leverage SaaS to understand SME’s success with SaaS.  Yin (2009) stated that ‘what’ 
questions are also acceptable for explorative case studies. The second and third 
questions are ‘what’ questions which explore the IS capabilities and organisational 
complementarities needed for SMEs’ success with SaaS. The table 3-4 provides the 
additional reasons to choose the case study method for this exploration. 
Table 3-3: Reasons for selecting case study method 
No. Question Research Context 
1. Can the phenomenon of interest be studied 
outside its natural setting? 
 Exploration of what is needed by SMEs for 
leveraging SaaS as their IT resource 
 Not possible to simulate the SME 
operating environment outside of the 
SMEs  
 SMEs’ changes with SaaS, use of SaaS 
applications will be specific to each SME 
2. Must the study focus on contemporary 
events? 
 The SaaS application delivery over the 
internet is described as a paradigm shift 
(Hilkert et al. 2010) 
 Differs significantly from traditional in-
house-based IS/IT resources or externally-
sourced IT services 
3. Is control or manipulation of subjects or 
events necessary? 
 Not required since the study is exploratory 
 Manipulation of individuals or events is 
also not possible within SMEs’ operating 
environment 
4. Does the phenomenon of interest enjoy an 
established theoretical base? 
 Yes but past knowledge is based upon 
large organisations’ data 
 And also based upon their use of 
traditional IS/IT applications  
 No knowledge on SMEs’ use of SaaS as an 
IT resource 
 
Recently IS researchers have described the use of case study method with the 
stratification of knowledge using the critical realism ontological paradigm (Easton 
2010; Henfridsson and Bygstad 2013; Tsang 2014; Wynn and Williams 2012). 
Recently critical realism studies in IS have adopted the case studies to understand 
organization-enterprise system fit as well as technological embeddedness and 
organizational change (Strong and Volkoff 2010; Volkoff et al. 2007). The 
methodological principles of conducting case studies using the ontological 
assumptions, namely, the existence of an independent reality and the stratified 
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ontology of structures, mechanisms, events and experiences are emerging within IS 
research (Tsang 2014; Wynn and Williams 2012).  
Wynn and Williams (2012) explained that, when conducting critical realism 
based case study,  the full range of analytical techniques described by past case study 
researchers (e.g. Eisenhardt 1989; Eisenhardt and Graebner 2007; Miles and 
Huberman 1984; Yin 2009) can be applied to synthesize data and to draw logical 
inferences, identifying and describing the causes of the observed events (i.e. 
retroduction/abduction) (Wynn and Williams 2012). Based on this guidelines, this 
exploration uses a combination of  case study design proposed by Yin (2009) 
combined with analysis techniques proposed by Miles and Huberman (1984) along 
with selected guidelines from case study researchers  (Babbie 2007; Bazeley and 
Jackson 2013; Eisenhardt 1989; Eisenhardt and Graebner 2007). Table 3-4 shows 
how the case study methodology best fits the present study by addressing the four 
questions proposed by Benbasat et al. (1987). 
This research is an exploration of the IS capabilities and complementarities 
needed for leveraging SaaS by SMEs. The contemporary nature of SaaS resources is 
described as a major shift in terms of how IS/IT resources are delivered to users 
(Hilkert et al. 2010) as well as the evolving nature of the SaaS application 
environment (Gartner 2013). The contextual characteristics of SMEs are important 
considerations for this study since the investigation was conducted with the sample 
of growth-oriented and early technology adopting SMEs. As shown in Chapter 2, the 
existing knowledge on IS capabilities and complementarities needed for leveraging 
SaaS as IT resources for SMEs context is also scant. Based on the above evaluations, 
the case study methodology was chosen for the investigation phase of this study. 
3.4.1 Unit of Analysis 
The unit of analysis for this study is the firm. The firm is an SME that was already 
using SaaS or an intermediary firm that supported SMEs with SaaS implementation 
and use. The sub-unit of analysis is the tasks performed with SaaS by the SMEs. This 
resulted in a difference in the sub-unit of analysis between the SMEs and the 
intermediary firms. In the SMEs, the sub-unit of analysis is tasks performed by SME 
users through the use of SaaS applications. In the SaaS intermediary firms, it is the 
tasks performed by intermediary employees to support the implementation and use of 
SaaS for their SME customers. 
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3.5 MULTIPLE CASE DESIGN 
Making controlled observations and deductions and allowing for replicability and 
generalisability are identified as the problems associated with the single case study 
methodology (Lee 1989). Adoption of the multiple case design can be one of the 
methods to increase empirical validation across the cases and enhance the 
generalisability of the findings (Eisenhardt and Graebner 2007; Yin 2009). Hence, 
this research used the multiple case study design for the investigations and analysis 
phase. This section first provides an overview of the multiple case design using 
literal replication logic. It follows with a discussion of how the multiple case design 
was adopted for this study. The end goal of this study is to generalise the findings on 
IS capabilities and complementarities for growth-oriented SMEs. Hence, this 
research chose the multiple case study design for the data gathering and analysis 
phases of this study.  
The execution steps for a multiple case design are explained through a process 
model which includes getting started, selecting cases, crafting instruments and 
protocols, entering the field, analysing the data, shaping the hypotheses, enfolding 
the literature and reaching closure (Eisenhardt 1989) for using theory development 
using case studies. This study selected the specific steps from that model to conduct 
the multiple case study to address the research questions of this study. The execution 
steps and outcomes from the execution of the multiple case study design are outlined 
in Table 3-5. 
Table 3-4: Execution of multiple case study design 
Step  Key Activities Completed Outcomes 
Getting started  Complete literature review and identify 
the knowledge gaps  
 Establish research questions 
 Set up a-priori list of IS capabilities  
 Complete a pilot SME case study 
 Knowledge gaps on IS 
capabilities and 
complementarities 
 Finalise research questions 
 Literature review chapter 
 Refine interview questions 
and include three cases for 
SaaS intermediaries 
Case selection  Determination of target group of SMEs 
 Use literal replication strategy 
 Use of Salesforce SaaS application  
 SME case selection criteria 
 Target list of SMEs and 
intermediaries 
Preparation for 
data collection 
 Develop case study protocol for SaaS 
using SMEs 
 Complete a pilot case 
 Develop case study protocol for SaaS 
intermediaries’ study 
 Complete ethics approvals with 
 Two case study protocols 
 Ethics approval certificates 
 Signed consent forms from 
the participating firms 
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University ethics committee 
Data collection  Complete interviews with management 
and operational users  
 Observe users using SaaS as part of 
their routines 
 Gather documentation from SaaS 
activities 
 Attend Salesforce user group meetings 
to get insights into user issues and 
resolutions 
 Complete interview transcripts with 
professional transcribers 
 For each case: 
 Interview transcripts 
 Researcher notes from 
Brisbane Salesforce user 
forums  
 Contact summary forms 
 Document description 
forms (only for relevant 
documents) 
Within-case data 
analysis 
 NVivo-based descriptive and 
interpretive coding 
 Complete within-case analysis for SME 
cases 
 Verify case reports with nine cases 
 Complete cross-case analysis of SMEs 
 Complete cross-case analysis of 
vendors and SMEs 
 Individual case reports 
 Coding guidelines 
 Memos and annotations in 
NVivo 
 Initial draft models with IS 
capabilities and 
complementarities  
 Within-case analysis 
chapter 
Cross-case 
analysis of SME 
and intermediary 
cases 
 Discuss and publish intermediary 
findings from SaaS intermediary cross-
case analysis 
 Discuss and publish the findings on 
SaaS SME cross-case analysis  
 Establish a-posteriori IS capabilities 
based on cross-case analysis 
 ACIS 2013 paper on role 
of SaaS intermediaries 
 QUT ISS colloquia 
proposal and presentation 
in July 2014 of two 
advanced case findings 
 Cross-case analysis 
chapter 
Reaching closure  Discuss findings against theoretical and 
practical implications 
 Explain the knowledge and practical 
contributions 
 Delivery of final seminar 
 Discussion and Conclusion 
chapters 
 AJIS 2014 journal paper 
 Completed thesis 
 
As SMEs have traditionally reached out for local IT intermediaries support for 
their IT needs as well as based on the intermediaries’ involvement in the pilot case, 
this study’s investigations included three SaaS intermediaries that provided services 
to SME markets. 
3.6 SIX SMALL AND MEDIUM ENTERPRISE CASES 
This section presents the selection and data collection steps regarding the SME cases 
for this study. It starts with a theoretical justification of the selection method, 
provides a description of the selection criteria and concludes with a short overview of 
the six SMEs that were selected for this study. As this is an exploration of the IS 
capabilities and complementarities (constructs) needed by the SME firms for 
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leveraging SaaS, the case selection was focused on a specific set of SME cases that 
were early adopters of new technology (i.e. already using SaaS applications) and that 
were growth-oriented (as a representation of the selected firm’s business objectives). 
In addition, the use of Salesforce vendor-provided SaaS applications was used as 
selected cases are provided next. A brief overview of the six selected SME cases and 
details regarding the data collection activities are also elaborated in the subsequent 
sub-section. 
3.6.1 Selection of SME Cases 
This section provides the how sample six SMEs were selected for this study. The 
selection of  six SME cases was completed with theoretical sampling (Eisenhardt and 
Graebner 2007). Yin (2009) suggests to avoid the use of sampling for case selection 
due to its implication for generalisation of knowledge claims. However, recent 
studies explained that statistical and analytic generalizations are two alternative ways 
to achieve the end goal of extending the findings from the selected set of sample 
cases to other settings (Seddon and Scheepers 2012; Seddon and Scheepers 2015). 
Based on these principles, this study adopted theoretical sampling for selection of six 
SME cases. 
Setting the boundaries for data collection through sampling of specific cases 
is critical for the analysis and generalisation of findings (Miles and Huberman 1984). 
Theoretical sampling is useful for case selection since it can provide for selecting 
cases that illuminate and expand the relationships between the constructs (Eisenhardt 
and Graebner 2007). Hence this study used the theoretical sampling strategy was to 
select the SMEs using a combination of two sampling strategies, namely, criteria (all 
cases must meet some criteria for quality assurance), and intensity (information-rich 
cases that manifest the phenomenon intensely but not extremely) (based on Kuzel, 
1992; Patton 1990 cited in Miles and Huberman 1984,P28). The intensity strategy 
was achieved by the selection of growth-oriented SMEs (Scott and Bruce 1987) that 
were also high and early adopters of technology (Southern and Tilley 2000). The 
intensity strategy was also enhanced further by selecting only SMEs that were using 
most advanced SaaS application (Salesforce Sales Cloud application) for more than 2 
years. The growth-oriented SME selection also ensured that this sample did not 
include any SMEs that were in the early cycles of the SME stage model, namely, 
inception or survival (Scott and Bruce 1987).  
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The growth oriented, high and early adopter of technology provided the indication of 
the SMEs’ strategic intentions for the future (Honjo and Harada 2006; Singh et al. 
2008).  Hence, the six SMEs were selected based on the theoretical position that 
similar IS capabilities and organisational complementarities could be identified and 
compared across the six growth oriented early technology adopter SME cases. How 
the quality assurance was provided across all six cases using a set of criteria is shown 
in Table 3-6. 
Table 3-5: SME case selection criteria 
No. Criterion Inclusion Considerations/Decision 
Points 
Comments 
1. Access to key 
stakeholders 
1. Access to an executive manager who is 
using Salesforce as part of their routines 
2. Time commitment for the interviews 
and report reviews 
3. Access to one or more users of SaaS  
The interviews also gathered 
information related to any 
other SaaS applications that 
are used by both management 
and operational users. 
 application who use Salesforce in day-to-
day activities 
2. Type of SaaS 
applications in 
use within the 
SME  
 Currently subscribing to Sales and 
Marketing SaaS applications from SaaS 
vendor Salesforce 
Use of Sales Cloud SaaS 
application was used as 
common measure to evaluate 
SaaS use across the six SMEs 
3. No. of years of 
SaaS use 
Two years or more To increase the reliability of 
data gathered related to the 
SMEs’ experiences of SaaS 
4. Acceptance for 
participation 
Signed consent forms approved by QUT 
ethics committee  
To comply with ethical 
clearance procedures and 
policies by QUT 
5. Early Technology 
Adopters 
Already using SaaS applications in the 
firm 
As SaaS market place is 
volatile, use of SaaS 
applications was considered 
as the indication for early 
technology adoption  
6 Growth 
Orientation 
SMEs that have already addressed the 
initial start-up issues and achieve a steady 
state and currently looking for growth by 
increasing efficiencies and productivity 
To ensure selected SMEs 
demonstrate specific business 
objectives for future  and also 
not currently in survival 
mode 
 
Based on the above criteria, six SME cases were selected as shown in Table 3-
7 including the key characteristics showing how these firms met the selection 
criteria. More details of the individual firms are included in the within-case analysis 
(Chapter 4). This study makes the observation that although four of the six SMEs had 
given their consent to use their names for publication, two medium size firms 
preferred anonymity since additional approvals for all the written material would 
need to be obtained from their firm representatives (legal team) if the names were 
used explicitly. Due to the time constraints of the research team and also costs for the 
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participant firms, the research adopted a logical but pseudo-name (SME case 
column) for all the six SMEs to ensure consistency.  
Table 3-6: Six selected SME cases 
No. SME 
Case  
Group Size FTE SaaS 
use 
Key Characteristics 
1 Rentals Non-IT Medium 73 2.5 
years 
 No. 1 rental agency in Queensland  
 Servicing $1.5 billion worth of 
investment properties 
 The Chief Digital Officer started 
as a business development 
manager in 2005 
2 Manufact
urer 
Non-IT Medium 400  3 years  Australian operations of global 
manufacturer of food processing and 
packaging systems 
 Opportunity to sales conversion 
duration can take 2 years or more 
(Few had taken 11 years to close) 
 CR Manager was a former IT 
networking specialist and observed 
“no IT” as a key benefit with SaaS 
3 Telecom  Non-IT Medium 200  3 years  ASX-listed firm with 20 people in 
Brisbane operations 
 Providing telecommunication 
products and hosting solutions   
 Sales functionality was moved from  
      in-house developed software to 
Salesforce SaaS 
 Opportunity-specific partnership 
arrangement for providing integrated 
solutions 
4 Optimise IT  Small 20 5 years  Started in 2008 by set of researchers 
to solve mathematics-based 
optimisation solutions 
 Delivers optimisation solution as a 
SaaS application 
 A digital marketing manager was 
hired to exploit the Salesforce 
capabilities 
5 CM-
Software 
IT  Small 8  8 years  Eight consultants distributed across 
the world serving Fortune 500 
customers (Dominos, BP, Weight 
Watchers, Castrol, Time Warner and 
AVIVA) 
 Described use of Salesforce raises 
the profile of this firm for large 
enterprise customers 
 Also provide Salesforce SaaS 
integration services 
6 Retail 
POS  
IT  Small 15  3 years  Fifteen employees across three cities 
in Australia 
 Provides end-to-end innovative POS 
solutions to hospitality industry 
customers  
 Marketing and sales teams have 
configured, customised and extended 
Salesforce cloud to support sales, 
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marketing, support and project 
management process needs 
 Two-member IT team is not involved 
in Salesforce sourcing or leveraging 
3.6.2 Data Collection with Six SMEs 
A case study protocol was developed for the investigation of SMEs and reviewed by 
the supervisory team before proceeding with data collection. The case study protocol 
and invitation procedures were reviewed for ethical considerations by the 
University’s ethics committee. The SME case study protocol is enclosed in Appendix 
B1. The case study protocol includes the SME case selection process, plan for data 
collection and a list of potential interview questions to cover the specific themes that 
addressed the research questions, an overview of the SME, IT environment within 
the SME including the use of any intermediary services, SaaS application selection 
and implementation activities (sourcing), use of SaaS applications by management 
and operational routines, and business impact from SaaS use with a particular focus 
on benefits. The past experience and functional role of the SaaS user was the specific 
information gathered related to the interview participant.  
As the selected SMEs were growth-oriented SMEs that had been using 
Salesforce SaaS applications, the researcher initially prepared a shortlist of SME 
firms from the Salesforce website. Subsequently, the researcher attended the local 
Salesforce user group meeting to identify the individual SMEs and names of contacts 
within SME firms that had been using SaaS for two years or more. A review of their 
websites provided additional information on how long the firm had existed and how 
they were growing as a business. The indication for growth was inferred from the 
website information (mostly based on the description of the history of the firm on 
their website) and subsequently verified during the interview. The ethics-approved 
research flier and consent form was sent through a standard email to the individual 
who was the identified contact within the SME case. The specific SME participant 
was called and interviews were scheduled only after receiving the approved consent 
form from the management participant in each SME. The operational user participant 
was selected based on the input from the management participant during the first 
interview. Based on the suggested name from the management participant, the 
researcher sent the ethics-approved documents to the operational user contact in the 
SME who was using SaaS applications in their day-to-day routines. The interviews 
were also scheduled with operational users after receiving their consent. 
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Yin (2009) suggests using multiple sources of evidence, establishing the chain 
of evidence and reviews to ensure the construct validity of case study design. The 
construct validity is increased in this study on two dimensions. The first one involved 
choosing three small IT firms and three medium non-IT firms in order to gather the 
SaaS use information from across these firms. Within each firm, interviews were 
planned and scheduled with one management-level user of SaaS and another 
operational-level user of SaaS.  
As explained in the protocol, the SME interviews were planned as semi-
structured interviews with questions designed to address the core themes with a 
flexibility to modify the individual questions based on the situation in a particular 
SME. The interview questions covered four distinct themes: a) understanding of the 
SME in terms of its growth history and plan, size, market and operating environment, 
b) the SME’s IT environment including the specific SaaS applications, c) SaaS 
application-focused questions in terms of the reasons for selecting the SaaS, method 
of selection, implementation process and specific functional areas where SaaS 
applications were used as part of the users’ routine tasks, and d) the SME’s 
experience in terms of the benefits, issues and challenges faced in using SaaS. The 
question bank that was set up to cover these themes is enclosed as part of the case 
study protocol in Appendix B1. 
In terms of conducting the interviews with the participants, this study adhered 
to the guidelines (researcher as the actor, minimise social distance, represent various 
voices, use mirroring in questions and answers, flexibility and confidentiality) 
proposed by Myers and Newman (2007). Based on these guidelines, and based on 
past experience as an IT consultant servicing SME markets, the researcher was able 
to easily take up the actor role, which ensured that the face-to-face data collection 
process was done effectively. To minimise the social distance of the interviewee, the 
procedures approved by the University’s ethics committee were shared with the 
interviewees to increase their comfort level as well as giving them the option to 
withdraw at any time if there were any issues. Conducting the interviews with both 
management and operational users in all firms ensured the representation of various 
voices was followed during the interview process. The specific questions from the 
case study protocol were revised in the individual SME circumstances to use the 
mirroring guideline in terms of specific words used during the questions and answers 
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by the interviewee. The semi-structured interview design allowed for sufficient 
flexibility to add or change the questions during the interview session based on the 
interviewee’s responses as well as their demonstration of use of a SaaS application. 
By adhering to the data management guidelines established by the QUT research 
support office and with confidentially agreements signed by the SME participants, 
the confidentiality of disclosures was addressed. Table 3-8 provides the details 
related to the data collection from the six SMEs. A total of 15 interviews were 
completed across the six SMEs. For each case, at least two interviews were 
conducted to cover both management and operational users of SaaS within the SME. 
A third interview was done in three cases due to the specific situation in each of 
those cases. For example, in Rental Services, the first two interviews were not 
sufficient to collect all the information that the researcher had planned to collect due 
to lengthy user demonstrations. Hence, a third interview was set up to collect specific 
information (benefit ratings, the details of specific process changes done with SaaS) 
from Rental Services. 
Table 3-7: Data collection details 
No. Case 
Description 
Interview  
Participants 
No. of  
Interviews 
Data Sources 
1 Rentals  Chief Digital 
Officer (2),      
Business 
Development 
Manager (1) 
3  Interview transcriptions 
 Documents 
o Management dashboard 
reports 
o User-configured workflow 
screen images of Salesforce 
o Sample contract generated 
from Salesforce data 
 Notes from observations of SaaS use 
by both users 
 Company website 
2 Manufacturer CR Manager,                   
Sales 
Administrator 
2  Interview transcriptions 
 Document sources 
o ISO quality certified process 
diagrams for sales and 
marketing 
o Monthly innovation 
magazines 
o Salesforce user group 
presentation on custom objects 
creation process 
o Schedule of all Salesforce 
reports 
o Customised screenshot of 
account, contact opportunity 
integration 
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 Case observation notes 
 Product and services info from 
website 
3 Telecom  State Manager,               
Business 
Analyst,               
Principal  
Partner 
3  Interview transcriptions 
 Demonstration of Salesforce 
integration with in-house application 
 Salesforce sample reports (report 
content details are not included in 
the thesis for confidentiality 
reasons) 
 Annual reports (for revenue and 
growth) from website 
4 Optimise Chief Executive 
Officer,        
Marketing 
Manager 
2  Interview transcriptions 
 CEO demonstration of user interface 
complexities across Salesforce, 
SaaSu and niche SaaS services 
 Researcher notes  
 Product and services video from 
website 
5 CM-Software Co-Founder,                           
Operations 
Manager 
2  Interview transcriptions 
 Notes from demonstration of 
configuration management of SaaS 
customisations done by this SME 
 Customer support process document 
using Salesforce SaaS 
6 Retail POS  Chief Operating 
Officer,       
Customer 
Support 
Manager 
3  Interview transcriptions 
 Sales documentation 
 Notes from COO demonstration of 
Salesforce and email integration, 
mobile access to KPIs 
 
  The duration of the interviews with management users was about 90 minutes 
including the demonstration of SaaS use for 30 minutes. The observations were 
specific to the configurations and customisations done by the SME along dashboards 
related to decision-making processes of the management participant. The duration of 
each interview with the operational users was 30 to 45 minutes which was followed 
by a demonstration of how the specific features of SaaS applications are used. In 
addition to interview-based data, additional information related to the SMEs’ history 
and growth was gathered from the company websites. In each SME, specific 
documentation was gathered (captured screen prints of management dashboards, 
workflow changes triggered by SaaS customisations and SME-specific data from 
newsletters). For one of the cases, specific examples were also collected on how the 
firm shared knowledge to train both new users within the firm as well as local user 
groups.  
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The contact summary forms (Miles and Huberman 1984) were prepared after 
the interviews and any subsequent clarifications were completed via email 
communications. The interviews were transcribed by a professional transcription 
firm. The case study protocol development before the data collection and use of the 
case database during the data collection ensured the reliability of the findings of the 
study (Yin 2009). Interviews were conducted with both management and operational 
users of SaaS within the case, and documentary evidence (management dashboards, 
screen images of user configurations, process diagrams, and monthly magazines of 
specific cases) was collected to gather additional knowledge related to the context-
specific factors of the individual SMEs. The researcher’s observation notes from the 
user routine demonstrations and case report reviews with management members of 
the SMEs ensured all the necessary data were collected related to the identification of 
the capabilities and that the construct validity (Yin 2009) was addressed for all cases. 
A case database containing the interview recordings, professionally transcribed 
interview transcripts, contact summary forms and document description forms was 
established. The case database was backed up in two different secured server 
locations. The hard copies of the consent forms received from the participants were 
also stored in a secure location. Observation notes were created when the individual 
users demonstrated specific examples of SaaS usage. The most common 
demonstration was the use of dashboards which contained the KPI for those 
individual operational users. The management demonstrations showed many 
dashboards displaying the different KPIs being tracked with Salesforce data. The 
specific sample dashboards and workflow screen documents were gathered in order 
to gain an in-depth understanding of the customisation of the Salesforce SaaS 
reporting done in individual cases.   
Five of the six SME cases were using intermediary firms during the initial 
implementation of SaaS. To identify all the IS capabilities that SMEs can source 
from intermediaries as well as to triangulate the IS capabilities that were sourced 
externally from intermediaries, three local SaaS intermediaries were selected and 
data collection was completed with them. Details on the SME intermediary data 
collection are presented next. 
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3.7 THREE SAAS INTERMEDIARY CASES 
As SaaS resources are externally sourced from vendors, SMEs can also source some 
of the required capabilities from external parties. The use of service intermediaries 
was evidenced in the pilot analysis. As the focus of this study is to identify the 
parsimonious set of IS capabilities and SME complementarities needed by SMEs for 
sourcing and leveraging SaaS, three intermediary cases were added to the data 
collection in order to gain the understanding of the IS capabilities that were sourced 
externally by the SMEs from the SaaS intermediaries. 
The SaaS ecosystem is a relatively new phenomenon within IS research. SMEs 
are anticipated to be one of the key beneficiaries from the SaaS ecosystem. However, 
there is little empirical research on how SaaS can be sourced and leveraged by SMEs 
for their benefits with intermediaries’ support. Moreover, as far as the author is 
aware, this is the first empirical study that evaluates how the SaaS intermediaries 
contribute to SME sourcing and leveraging of SaaS. The SaaS intermediary cases 
were selected subsequent to investigations into the support provided by an 
intermediary to the pilot case SME. A new case study protocol was created and 
cleared for ethical consideration with the University’s ethical clearance committee as 
the nature of data collection was related to the service provider perspective on SMEs’ 
use of SaaS. 
3.7.1 Selection of SaaS Intermediary Cases 
The intermediary cases were selected based on the adoption of opportunistic (local 
access to management and SME support consultants for interviews) and maximum 
variation strategies (providing Salesforce SaaS applications only, multiple SaaS 
applications and all cloud services, namely, SaaS, PaaS and IaaS) (Miles and 
Huberman 1984) to gather a holistic understanding of how intermediaries contribute 
to SMEs’ sourcing and leveraging of SaaS. The one selection criterion in common 
with the SME cases was that all the selected intermediaries must offer Salesforce-
related services as one of their value propositions to their SME customers. The 
details related to the three selected intermediary cases are shown in Table 3-9. This 
study makes the observation that although all three intermediaries had given their 
consent to use their names for publication, this study adopted pseudonyms to be 
consistent with the process adopted for the SME cases.  
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Table 3-8: Selected SaaS intermediaries 
Name Type of Firm Services 
Offered 
No. of 
SMEs 
Serviced 
Participant 
Profiles 
No. of 
Inter-
views 
Data 
Sources 
Alpha Global SaaS 
intermediary 
Salesforce, 
Google & 
Service Now 
500+ Vice President 
Sales, 
Consultant 
2 Interviews, 
website  
Beta  Salesforce 
intermediary 
Salesforce & 
App  
Exchange 
Services 
100+ Owner (2) 2 Interviews 
website, 
user group 
Delta Cloud services 
intermediary 
IaaS, PaaS & 
SaaS 
70+ Managing 
Director (2), 
Sales Manager 
(1) 
3 Interviews, 
websites, 
SaaS road 
map 
documents 
 
3.7.2 Data Collection with Three SaaS Intermediaries 
Alpha, Beta and Delta were the three SaaS intermediaries selected for the 
investigations. Semi-s structured, face-to-face interviews were conducted with the 
key representatives from all three firms. Seven interviews were completed and the 
questionnaire covered three basic themes. The first set was specific to the 
intermediary firm, their core service offerings and their target customers. The second 
set focused on the participant’s specific views and knowledge on SaaS and related 
artefacts. The third set gathered their individual experiences, knowledge and 
observations on how they addressed SME customers’ SaaS needs. 
Although this study presents the data collection and analysis as a sequence, the 
data collection and analysis was done in parallel most of the time. The data collection 
was the primary focus in the first six months of the one year period and the next nine 
months were spent on the data analysis activities along with the data collection 
involving the remaining cases. The availability of SME management members and 
intermediary participants proved to be very challenging and caused a three month 
extension to the original planned duration of nine months. 
For the SaaS intermediary firms, the interviews were longer in duration 
(between 60 to 90 minutes). This research used the contact summary forms (Miles 
and Huberman 1984) to keep a record of the initial observations and identify any 
new themes arising from the SaaS intermediary cases in terms of the SMEs’ use of 
SaaS. It was also used by the researcher to ensure that all the required data were 
collected from the interviews as well as to identify any information that needed to be 
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gathered with a follow-up interview or email. In addition to the intermediary 
participants’ experiences in addressing the SMEs’ use of SaaS, data related to their 
supply partnerships and customer success stories were collected from the 
intermediaries’ websites. The researcher also attended three local user group 
meetings for Salesforce as these forums were facilitated by one of the SaaS 
intermediary participants. The user group-based observations allowed the researcher 
to capture the knowledge exchanges occurring between Beta and the local SME SaaS 
users. Specific follow-up questions were clarified with emails and phone calls to 
clarify questions related to the secondary information gathered from the websites. All 
the interview transcriptions were completed by a professional transcribing firm. 
3.8 DATA ANALYSIS 
The data analysis discussion in this section is presented in three sub-sections. The 
first part covers the specific actions taken in this research to overcome the 
complexities of qualitative data analysis. This also demonstrates how the analysis 
process included the combination of inductive and deductive methods to answer the 
three research questions for each case. It also provides specific details on the 
deductive identification of the IS capabilities based on the a-priori list (Table 2-17) 
and on the inductive identification of the complementarities from the SME-specific 
factors associated with their use of SaaS. It concludes with a description of the cross-
case analysis of the six SME cases and shows how the findings from the three SaaS 
intermediaries cross-case analysis were used for specific triangulation with the 
SMEs’ cross-case findings. 
3.8.1 Within-Case Analysis of Six SMEs 
The analysis of the data was conducted in three distinct phases in this research for 
each SME case. The preliminary analysis was done during the review of the 
interview transcripts received from the professional transcriber to check for the 
completeness and correctness of the transcriptions. During this review, a set of first 
level comments was added by using the “new comment” feature of MS Word to 
make note of early observations of data related to changes occurring with SaaS 
implementation, different tasks performed with SaaS use, and benefits from SaaS 
use. The corrected transcriptions were imported into the NVivo tool for the coding 
and analysis of the data.  
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It is necessary to choose an analysis strategy that is relevant to the topic and 
aim of the research. The two alternative strategies are: a) relying upon the theoretical 
proposition, and b) working with the data from the ground up (Yin 2009). The 
difference is that the theoretical proposition-based strategy relies upon the theoretical 
orientation guiding the case study analysis. This research adopted this strategy to 
analyse the individual SME cases since it had already established the a-priori list of 
IS capabilities (Table 2-17) and complementarities (Table 2-18) that can contribute 
to leverage IT in large firms. The first research question was designed to investigate 
and inductively capture the individuals, processes and structures within SMEs 
associated with the activities performed by the SMEs through the use of SaaS. 
The coding of the data was completed using the NVivo tool using the 
guidelines for qualitative analysis established by (Bazeley and Richards 2000) and 
(Bazeley and Jackson 2013). The NVivo tool provides a set of features including 
sources (to store and keep track of all data sources), nodes (coding of data), and 
queries (to conduct the analysis of the data). It also provides the features of memos 
and annotations to capture the researcher’s reflective comments and reasons for 
associating specific texts to the deductive nodes. This analysis refers to the specific 
features that were used to achieve specific coding (descriptive, interpretive and 
pattern matching) and analysis techniques (thematic) that were selected from the 
extant review of the literature on qualitative analysis in the IS and social science 
domains (Babbie 2007; Bachor 2002; Benbasat et al. 1987; Charmaz 2006; Denzin 
and Lincoln 2008; Eisenhardt 1989; Eisenhardt and Graebner 2007; Miles and 
Huberman 1984; Yin 1994; Yin 2003). The specific coding methods and analysis 
process used for the within-case analysis are discussed next.  
This study completed the data collection from six SME case studies and three 
SaaS intermediaries to answer the research questions, namely: 1) How do SMEs 
source and leverage SaaS?, 2) What are the IS capabilities needed by SMEs for 
sourcing and leveraging SaaS?, and 3) What are the organisational complementarities 
needed by SMEs for sourcing and leveraging SaaS? The analysis was primarily 
inductive in nature for Research Questions 1 and 3 and primarily deductive for 
Research Question 2. Although a list of complementarities was identified from the 
literature, this study adopted the inductive approach to complementarities to identify 
the complementarities that were specific to the SME context. 
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In particular, this study conducted thematic analysis using a hybrid (both 
inductive and deductive) approach for coding and theory development for the case 
analysis. Thematic analysis involves careful reading and re-reading of data and 
identifying the themes that emerge as important to the description of the 
phenomenon of the study and also forms the pattern recognition within the data 
(Fereday and Muir-Cochrane 2008). Developing a code manual, testing the reliability 
of codes, summarising the data, identifying the initial themes, applying the templates 
of the code, additional coding, connecting the codes and identifying themes, and 
corroborating and legitimising the coded themes are the steps that need to be taken to 
ensure rigour during the thematic analysis by using the combination of inductive and 
deductive approaches (Fereday and Muir-Cochrane 2008).  
The inductive analysis was the primary approach used to answer Research 
Question 1 about how SMEs are sourcing and leveraging SaaS. The inductive 
analysis interview data were coded using a set of descriptive nodes in NVivo. A set 
of descriptive nodes was established based on similar themes for all SME cases. 
Figure 3-1 gives an outline of the thematic notes used to analyse the data inductively 
for each SME case. Each of these thematic high-level nodes included a set of sub-
nodes which was derived from SME-specific information related to the theme. An 
example is the SaaS using processes theme node in Case 2 which had the sub-nodes 
shown in Table 3-10. 
Table 3-9: SME Case 2 tasks using SaaS 
SaaS Tasks 
SaaS training 
Marketing campaigns 
Sales leads tracking 
Sales opportunity tracking 
Sales quoting process 
Sales quality assurance 
 
As an example, the sales leads tracking node in Table 3-10 was set up when the 
user discussed leads as part of their use of Salesforce such as in the following quote: 
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 “The leads, and also from our website we have places on our website where 
people can register an interest.  So the leads all go into Salesforce, they are 
assigned then to whoever is the sales person.” – CR Manager  
 
Similarly, the descriptive nodes were set up to capture the SaaS application that 
was in use (Salesforce Sales Cloud in this case) within the SaaS information theme 
node. The SaaS user info node captured the roles of the SaaS users within the SME. 
These three data components, namely, SaaS application in use, SaaS using processes 
and SaaS user profile, were used as the three measures to report the findings on SaaS 
use as part of the within-case analysis for each SME. 
 
Figure 3-1: NVivo SME case nodes (inductive analysis) 
 
The benefits analysis included two distinct methods for triangulation. Firstly, 
the SME management members were given a list of SaaS-related benefits derived 
from industry research-based knowledge and asked to rate the benefits on a scale of 1 
to 10 based on their experience with SaaS. The specific benefits associated with SaaS 
use in the SME cases were identified from the SaaS usage demonstration notes, the 
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customised dashboard samples given by the SMEs to show how they monitor and 
track the business information, and the management interview data that had explicit 
reference to business benefits including growth, customer service and profitability.  
For Research Question 2, this research established a set of nodes to represent 
each of the IS capabilities in the a-priori model (Chapter 2, Table 2-17). The SMEs’ 
SaaS-using activities were compared with the underlying activities in the a-priori list 
of IS capabilities (Table 2-17) to code the specific texts from SMEs with the specific 
IS capabilities in NVivo nodes. The IS capability nodes were common for all six 
SME cases in order to capture the similar activities performed in all cases. The nodes 
list that was set up in NVivo is given in Table 3-11.  
Table 3-10: IS capability nodes (deductive nodes set up in NVivo) 
IS Capabilities 
Leadership 
Business systems thinking 
Relationship-building 
Architecture planning 
Making technology work 
Informed buying 
Contract facilitation 
Contract monitoring 
Vendor development 
Exploitation 
Benefits management 
Change management 
Project management 
Information management 
 
The first 12 nodes were established in NVivo before the analysis of the first 
SME case based on the a-priori model (Chapter 2, Table 2-17). The information 
management capability was added only during the first case analysis based on the 
repeated references to increase quality and timeliness of information delivery with 
the use of Salesforce by the CDO in SME Case 1. The full list of data quotes 
associated with IS capabilities is enclosed in the appendices for each case. The 
concept mapping technique (Babbie 2007) was used to group and categorise the 
nodes within NVivo in terms of the interpretation of the specific activities within the 
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SMEs’ processes/tasks into specific IS capabilities. Checklist matrices (Miles and 
Huberman 1984) were used to capture evidence intensity (how many SaaS-using 
activities were similar to the activities described in the literature on theoretically 
identified capabilities in the a-priori list in Table 2-16). The individual SME-specific 
information (i.e. the internal vs external sourcing of IS capabilities, the IS 
capabilities demonstrated in the IS or user function in the SME, and the IS 
capabilities demonstrated at the individual level or at the firm level) was also 
reported along with each of the identified capabilities. How these questions will be 
answered during the analysis is explained in Section 4.2 of the case study protocol 
(Appendix B1). 
The complementarities for Research Question 3 were derived through constant 
comparison of inductively identified keywords from the data in an initial analysis. 
These keywords were grouped into specific categories of complementarity as shown 
in Table 3-12. It is noted that this table contains the list of all the complementarities 
identified across the six SMEs at the end. The items in this list were added during the 
within-case analysis of each SME case. The keyword-based categorisation of 
complementarities was further refined through deductive analysis to assign them 
with the deductive nodes established from the existing knowledge on 
complementarities (Table 2-18). These complementarities were determined from 
either the existing knowledge on the same topic (example strategic orientation) or 
fully purely inductive (e.g. distributed workforce, opportunity-based partnerships) 
during the within-case analysis. For example, based on the identification of SMEs’ 
growth or competitive analysis performed with SaaS applications, these keywords 
were grouped under the strategic orientation theme. A similar process was repeated 
with the identification of the comprehensive list of complementarities in each SME 
during the within-case analysis. 
Table 3-11: SME complementarities (theory-based and inductively identified) 
No. Complementarity Theoretical Concepts 
(if applicable) 
Description Associated 
Keywords 
1 Entrepreneurial 
Orientation 
Combination of 
innovativeness, risk 
taking and pro-activeness 
(Wiklund and Shepherd 
2003) 
Trying new ideas (with 
using SaaS or otherwise), 
cloning from unrelated 
industry best practices 
 
 
 
New ideas, 
innovative 
thinking  
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No. Complementarity Theoretical Concepts 
(if applicable) 
Description Associated 
Keywords 
2 Strategic 
Orientation 
Reflects firm’s 
philosophy of how to 
conduct business through 
a set of values  and 
beliefs that guides the 
firm’s attempt to achieve 
superior performance 
(Aragón-Sánchez and 
Sánchez-Marín 2005) 
Growth, large enterprise 
thinking, future operations 
thinking 
Growth, 
competitive 
analysis 
3 Organisational 
Adaptation 
Ability to control and 
direct the people within 
the firms towards the 
envisioning of 
implementation of new 
organisational form 
(Miles et al. 1978) 
SME’s ability to change 
people, internal structures 
and also processes during 
SaaS implementation and 
use 
Role changes, 
changed titles, 
new functional 
hiring, 
responsibility 
changes  
 
 
     
4 Learning About 
and By Doing 
With an IT innovation,  
learners can gain 
knowledge by imple-
menting or operating on 
the technology (by 
doing) or gain 
knowledge from making 
sense of information 
available without 
material engagement 
with the technology 
(Wang and Ramiller 
2009) 
Gaining knowledge about 
SaaS applications before 
purchase with free trials, 
user groups or websites 
(learning about) before 
implementation 
 
Gather knowledge about 
with explicit training as 
well as during post-
implementation use of the 
application (by doing) 
No training, trial 
and error, 
experimentation, 
Formal training, 
learn new 
features while 
using SaaS. 
5 Knowledge 
Sharing 
Transfer or 
dissemination of 
knowledge from one 
person, group or firm to 
another (Lee 2001) 
Create artefacts that will 
enable the new users 
understand the processes 
and systems along with 
reasons 
Reusable 
artefacts, storing 
information 
6 Individual 
Expertise 
(technical and 
business 
knowledge, skills 
and experience, 
behaviour and 
attitude) 
The knowledge and 
skills residing within the 
firm’s employees or with 
their party vendor 
employees (Peppard and 
Ward 2004) 
This captures the 
functional or technical 
experience of the 
individual participants 
that are sourcing and 
leveraging SaaS within 
the SME 
Years of 
experience, 
technical 
knowledge, 
functional 
knowledge 
7 Process 
Orientation 
Inductive This captures if the SME 
refers to specific process 
representations of SaaS 
tool usage or otherwise. 
(ISO certification, Process 
documents etc.). 
Business 
processes, 
quality, 
activities and 
tasks 
8 Opportunity-
Specific 
Partnerships 
 Inductive This captures if the SME 
established partnerships 
specific to a lead or 
opportunity to increase its 
chance of winning 
Partners, 
opportunities 
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No. Complementarity Theoretical Concepts 
(if applicable) 
Description Associated 
Keywords 
9 Distributed 
Workforce 
Inductive The workforce of the 
company is distributed 
across the world and does 
not work from a single 
physical location 
Mobility, 
geographical 
distribution 
10 Boundary 
Spanners 
In practice engage in 
building a new joint field 
between two fields 
(Levina and Vaast 2005) 
The individuals in the 
SME perform SaaS-based 
activities and tasks which 
needs more than one type 
of skills and knowledge 
(e.g. a support manager 
will perform IT 
development activity and 
managerial tasks) 
Performed 
activities, 
individuals 
3.8.2 Within-Case Analysis of Three SaaS Intermediaries 
The case study protocol for the three SaaS intermediaries is similar with a main 
difference in the questionnaire (Appendix B2). However, the focus of data gathering 
and analysis was how the SaaS intermediaries addressed the SMEs needs for SaaS. 
With the SaaS intermediaries, the questions were focused on three themes. The first 
set of questions was designed to get a holistic understanding of the intermediary 
firm’s business model using components of the business model canvass (Osterwalder 
et al. 2010). The second set of questions was specific to the SaaS solutions and 
experience offered by these intermediaries. The third set of questions was focused on 
their specific services to SMEs as well as individual participants’ experiences with 
servicing SME customers’ needs. Details on the three SaaS intermediaries selected 
for the study are given in Table 3-9. 
NVivo was used as the tool for coding the information from the SaaS 
intermediaries. In the case of the intermediaries, a thematic analysis was completed 
using a hybrid of both inductive and deductive approaches. The deductive theme 
nodes were business model canvas components (partners, resources, activities, value 
propositions, customer segments, customer channels, customer relationships, 
revenues and costs) (Osterwalder et al. 2010) and IS capabilities (Table 2.17). The 
activities performed by these intermediaries to address their SME customers’ needs 
was used for the identification of all the IS capabilities that can be sourced from the 
intermediaries. The within-case analysis of intermediaries also involved both 
descriptive and interpretive coding as explained in the case study protocol (Appendix 
B1). 
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The selection of the three SaaS intermediaries was independent of the SME 
cases and the analysis findings of these cases provided two distinct outcomes for this 
study. Firstly, it provided the list of IS capabilities that can be externally sourced 
from SaaS intermediaries by SMEs. Secondly, it allowed this study to triangulate the 
findings from the SME case analysis about the specific IS capabilities identified as 
the answer to Research Question 2.2, namely, the IS capabilities provided by SaaS 
intermediaries.   
3.8.3 Within-Case Analysis Reports 
The analysis and results of case studies can provide rich empirical descriptions of 
particular instances of a phenomenon and are typically based on a variety of data 
sources (Yin 1994). However, one of the key challenges that a researcher must 
overcome is maintaining the transparency of the process of how the final conclusions 
and associated theoretical extensions are derived from numerous data sources (such 
as interviews with multiple participants, documentary evidences, observation notes, 
publically available information from websites) (Miles and Huberman 1984). Linear 
analytic, comparative and chronological case report structures are suggested as 
appropriate choices for explorative, descriptive and explanatory case reports (Yin 
1994). This study adopted the linear analytic structure for individual within-case 
analysis results, as this structure addresses the purpose of reporting a descriptive 
summary of the investigations for each case. The outline of the case reports is 
provided in Section 4.3 of the case study protocol (Appendix B1). 
Upon completing the within-case analysis, case reports were prepared and sent 
to the management participants of the six SME cases for their review and feedback. 
Considering the intention to share the findings of the IS capabilities required for 
leveraging benefits in the SME context, the within-case reports were primarily 
descriptive based on the above analysis. The within-case analysis in Chapter 4 
provides the data analysis for each SME firm which resulted in the SME-specific 
case reports. The summary of these findings was informed by the theoretical models 
of IS capabilities identified in the literature review (see Chapter 2, Section 2.8).  
The NVivo tool was used for the coding and analysis of the data using the 
theoretically informed conceptual mapping technique (Babbie 2007). Subsequent to 
the within-case analysis, individual case reports were developed describing the SME 
with the summary of findings from three research questions for each case. However, 
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for SaaS intermediaries, the within-case reports were prepared using the business 
model sub-constructs (Osterwalder et al. 2010) to gather the specific activities, value 
propositions and customer segments of each intermediary. Both the interview 
transcripts and individual case reports were sent to the management participants to 
validate and confirm the findings from the analysis. The case level findings from the 
within-case analysis of the six SMEs are given in Chapter 4. The findings from the 
three SaaS intermediaries are presented in Chapter 5. 
3.8.4 Cross-Case Analysis 
Multiple case study design aims to: a) see the processes and outcomes across many 
cases, to understand how they are qualified by the local conditions and hence allow 
the researcher to develop more sophisticated descriptions and powerful explanations 
(Miles and Huberman 1984), and b) allow for cross-case analysis and increase the 
generalisability of the case study findings (Benbasat et al. 1987; Yin 2009). 
In this study, cross-case analysis of the six SMEs and three intermediary cases 
served two distinct purposes. First, the cross-case analysis of the six SME cases 
captured the similarities and differences in IS capabilities and complementarities 
across the six SMEs to identify all the IS capabilities required by SMEs (Research 
Questions 2 and 3). Further, the cross-case analysis of the underlying processes (use 
of SaaS) and outcomes (benefits from SaaS use) provided the explanation of the 
relationship between the core constructs, namely, IS capabilities, SME 
complementarities, SaaS use and benefits. Research Question 2.2 is answered 
through the identification of the IS capabilities that are sourced externally by the 
SME cases from the SaaS intermediaries. Second, the cross-case analysis from the 
independent investigations with the three selected SaaS intermediaries identified a 
set of IS capabilities that is offered by SaaS intermediary firms. This study observes 
that the selection of one small, one medium and one large global SaaS intermediary 
firm for the cross-case analysis provides a holistic view of IS capabilities that can be 
sourced externally from SaaS intermediaries.  
The findings from the cross-case analysis of SaaS intermediaries serve multiple 
purposes, namely, they allow for: a) the provision of rival explanations (Yin 2003) 
with the external sourcing of IS capabilities instead of internal to SMEs, b) data 
triangulation with the SME cross-case findings of externally sourced IS capabilities 
(RQ2.2) and thus triangulation with additional sources of data, and c) an 
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understanding of Research Question 1 regarding how SMEs are sourcing and 
leveraging SaaS with intermediary support. 
Hence, the cross-case analysis of IS capabilities in the SMEs and 
intermediaries allowed for more sophisticated description of the specific IS 
capabilities needed by SMEs from all the IS capabilities identified as existing in 
SMEs from the within-case analysis. A brief description of the cross-case analysis of 
the six SMEs and three SaaS intermediaries is given in the following section. 
Case-oriented analysis and variable-oriented analysis are proposed as two 
approaches for conducting cross-case analysis (Miles and Huberman 1984). Use of 
an organisation-level program logic model (Figure 3-2) can allow for capturing the 
contextual conditions and rival explanations through the analysis of events and this 
model can be used for both within-case analysis and also extended to cross-case 
analysis (Yin 2009). 
 
 
 
 
 
 
 
Figure 3-2: Organisation logic model for cross-analysis (based on (Yin 2009) 
 
This study posits that case-oriented analysis across nine cases can provide for 
retaining the contextual conditions of SMEs and intermediary cases to study the 
SaaS-based intervention on SME firms’ resources (complementarities), activities (IS 
capabilities), outputs (SaaS use) and outcomes (benefits). In addition to the case-
oriented analysis for retaining the contextual significance of individual case 
variations, the variable-oriented analysis is used for explanation of the transition 
between the variables in this study, namely, IS capabilities, SME complementarities, 
and SaaS use and benefits.  
Real world contextual 
condition  
Alternative 
interventions 
Resources Activities Outcomes Outputs 
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With the cross-case analysis of the SaaS intermediaries and identifying the IS 
capabilities offered by them to SMEs, this study explores an alternative explanation 
for how a subset of IS capabilities can also be externally sourced from intermediaries 
along with sourcing SaaS applications from SaaS vendors. Based on the findings on 
the IS capabilities across the six SME cases, this study identified all the IS 
capabilities existing in these SMEs for SaaS use and benefits. These capabilities are 
also corroborated against the findings on the IS capabilities offered to the SMEs by 
the SaaS intermediaries. The results from this corroboration are used to gain insights 
into the subset of IS capabilities that needs to be the internal responsibility of the 
SMEs for SaaS use and business benefits.  
Hence, this study adopted a combination of case-oriented and variable-oriented 
analysis for exploring and describing the IS capabilities and complementarities 
needed by SMEs (Research Questions 2 and 3). It also proposes a model to explain 
how SMEs can make the necessary changes to implement SaaS as part of their 
routines and also continue with post-implementation use of SaaS for sustaining 
business benefits. The cross-case analysis findings are provided in Chapter 6. 
3.9 RELIABILITY AND VALIDITY 
The assessments of the quality of a case study design can be done with construct 
validity, internal validity, external validity and reliability (Yin 2009). Table 3-13 
provides a summary of how these were addressed in this study, and the remainder of 
this section explains their application and results. 
Table 3-12: Reliability and validity of design 
No. Test Suggested Guidelines Steps Taken in This Study  
1 Construct 
validity 
 Multiple source of 
evidence 
 Establish chain of 
evidence 
 Participants’ review of 
case report 
 Multiple sources of data 
(interview transcriptions, 
observations of SaaS user 
demonstrations,  interviews 
with a management and 
operational level user in each 
firm) 
 Refer to case study protocol 
(Appendix B1 and SME 
intermediary Questionnaire 
B2) 
 Management participants’ 
review of transcripts and case 
reports 
2 Internal validity  Do pattern matching  Use pattern matching to 
consolidate the similar 
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 Do explanation building 
 Address rival explanations 
 Use logic models 
keywords of 
complementarities as part of 
within-case analysis (Table 3-
12) 
 Use pattern matching to 
identify similarities and 
differences in IS capabilities 
across SME cases 
 Use of organisation-level logic 
model to capture SME 
contextual considerations 
through the analysis  of SME 
resources, IS capabilities, SaaS 
use and benefits (Figure 3.2) 
3 External validity  Use of replication logic in 
multiple case studies 
 Prediction of similar results 
with literal replication of three 
small IT firms, three medium 
non-IT firm and three SaaS 
intermediaries 
 
4 Reliability  Use of case study protocol 
 Develop case study 
database 
 Set up two case protocols (one 
for SMEs and one for SaaS 
intermediaries) to address the 
different nature of 
investigations conducted 
within these two categories of 
firms 
 A case study database with 
three folders was established to 
keep track of: a) all data 
collected from SMEs and 
intermediary firms, b) all data 
analysis results, and c) use of 
NVivo tool for keeping track 
of data analysis and  
intermediary models and 
NVivo data back-ups 
 
The study collected multiple sources data within each case. Most of the data 
used in the analysis were from the transcribed interviews with management and 
operational users of SaaS in the SME cases. Interviews often provoke a knee-jerk 
judgement that the data are biased, with impression management and retrospective 
sense-making seen as the prime culprits (Eisenhardt and Graebner 2007). Obtaining 
numerous and highly knowledgeable informants’ views on the focus phenomenon 
from diverse perspectives is suggested to overcome this issue since that approach 
makes it highly unlikely that these varied informants will engage in a convergent 
retrospective sense-making and or impression management (Eisenhardt and Graebner 
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2007). To overcome individual participant’s bias during the data collection, this 
research conducted interviews with two participants in each case who were at two 
different levels (management-level user and operational-level user of SaaS). There 
were 13 different participants with different roles (CEO, COO, CDO, Managing 
Director, CR Manager, State Manager, Principal Partner, Business Development 
Manager, CRM Administrator, Development Manager, Business Systems Analyst, 
and Marketing Manager) who all brought divergent points of view based on their 
experiences with SaaS use within their firms. In addition, ten out of the thirteen 
profiles had used SaaS for more than two years and provided specific evidence in 
terms of screen demonstrations and copies of relevant documents (dashboard 
printouts, reports, screen printouts). These actions in the data collection mitigated the 
risk associated with retrospective sense-making of image-conscious informants in 
this study and thus limited the bias to the lowest level in this research. This was 
further mitigated by collecting data from SaaS intermediary participants who 
provided SaaS-related services to SMEs in order to identify the IS capabilities 
needed by the SMEs. 
The two case study protocols were reviewed by the researcher’s supervisor and 
cleared for ethical considerations by the University. The case database consisting of 
three distinct folders to store the data was created during the research. The data 
collection folder included all the SME voice recordings, transcribed interviews, and 
soft copies of all the documents collected from the SMEs in three subfolders. The 
data analysis folder contained one folder for each SME case and two extra folders 
containing the in-progress analysis results from the within-case analysis and cross-
case analysis. All these actions were taken to ensure that the reliability concerns were 
addressed in this study.  
One of the key methods to address the coding bias is to use the multiple coder 
strategy to validate that both coders code a set of text segments in the same way. 
However, the value of doing this process was questioned by Bazeley and Jackson 
(Bazeley and Jackson 2013). The specific reasons behind this view are: a) this 
process may not add much value in a single investigator scenario (which is true for 
the present study), and b) coding is only a means of analysis and not the end itself 
and it should be used accordingly. This study agrees with those comments for the 
context of this research for one important reason. This research aims to identify IS 
 Chapter 3: Research Design 97 
capabilities from the sourcing and leveraging processes demonstrated by the SMEs 
based on how IS capabilities have been derived in past empirical validation studies of 
IS capabilities chosen as the a-priori model. An extensive literature review was 
completed by the researcher to gain a deeper understanding of resources and 
capabilities and the IS capabilities construct and its usage within the IS context. 
Along with this, a coding rules were established within Nvivo in terms of 
establishing the theoretical foundations that were adopted for deductive analysis of 
the IS capabilities. In terms of using the multiple coder strategy, this research needed 
an individual with a deeper knowledge of IS capabilities and how first-order 
constructs are associated with IS capabilities in the context of this study. Since IS 
capabilities are inherently difficult to measure (Dutta et al. 2005) and there is a 
limited understanding of the contextually significant factors of the cases (only the 
researcher had performed all the interviews), the multiple coder strategy was not 
used. However, to overcome the researcher bias issue, the coding rules were 
established within NVIVO, which was reviewed and modified by the researcher’s 
primary supervisor to finalise the deductive codes and descriptions for the coding in 
NVivo. The node extracts were produced using the NVivo tool and shared with the 
researcher’s supervisor whenever there was a major addition to the nodes and 
revisions of node trees were completed in the iterations of inductively-driven node 
additions and deductively-driven node consolidations. These activities were adopted 
in place of the multiple coder method to ensure the reliability of the coding process 
in this study.    
Conducting interviews with both management and operational users of SaaS 
within each case, documentary evidence of dashboards and observation notes from 
user routine demonstrations and case report reviews with management users in each 
case ensured all the necessary data were collected related to the identification of 
capabilities and thus the construct validity (Yin 2009)was addressed within this 
study. Use of replication logic with multiple case studies is a suggested method for 
external validity in order to generalise the findings from the overall case analysis 
(Yin 1994). As explained in Section 3.6, the literal replication strategy was used to 
address the external validity requirements and establish the domain for generalisation 
of the findings. As shown in the case study protocol, this research used the pattern 
matching technique across the cases for the cross-case analysis findings to derive the 
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explanations. That step enabled the multiple case study design to address the external 
validity for the explanation and generalisation of the findings resulting from this 
analysis. Thus, this study has addressed all the quality tests required for multiple case 
study design with the specific measures described above. 
3.10 GENERALISATION FROM CASE STUDIES 
Generalisations is defined as “ researcher’s act of arguing, by induction, that there is 
reasonable expectation that knowledge claim already achieved to be true in one or 
more settings is also true in other clearly defined settings” (Seddon and Scheepers 
2012). Generalisation can be classified as theoretical, within-population, cross-
population, contextual and temporal (different time) and can be useful methods to 
extend the knowledge claims to other settings (Tsang and Williams 2012). Seddon 
and Scheepers (2012)  proposed specific guidelines for generalisation of the 
knowledge contributions from a sample which are, a) based on prior theory and 
careful analysis of sample, develop a sample based claims b) based on the similarity 
of causal drivers in samples and those likely to exist in other settings, argue that 
theories thought true in sample are also likely to apply in those other settings and c) 
claims from a sample are stronger if supported by evidence  of similar knowledge 
claims from prior studies.  These guidelines are elaborated next along with the 
associated type of generalisation. 
1. Use of prior theory and careful analysis of samples underlying the contributions:  
The causal explanations and contributions are derived based upon prior theory and a 
rigorous qualitative analysis of the selected sample cases to develop the sample 
specific knowledge contributions/theories. This is also referred as local theory 
building. This approach can provide for achieving the within-population type of 
generalization by Tsang and Williams (2012) to generalise the knowledge 
contributions to the same population as the sample.  
2. Sample representativeness and similarity of causal drivers in the contributions: 
Based on the similarity of causal drivers in the samples and those likely to exist in 
other settings (based on sample representativeness), knowledge claims thought true 
in the sample cases, are likely to apply to those in other settings.  This guideline 
provides for cross-population type of generalisation (Tsang and Williams 2012). 
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3. Support for the contributions using prior knowledge for theoretical generalisation 
Knowledge claims from the case studies can be stronger if buttressed by evidence of 
similar knowledge claims from the prior studies, (i.e. based upon a structured 
literature review). The combination of these three steps are proposed as most likely 
choice for IS researchers to explain how the contributions relate with the existing 
theories as well as highlight their contribution . This approach is referred as Bayesian 
compatible where the findings of one’s own study are compared with findings from 
prior studies for theoretical generalisation (Tsang and Williams 2012). 
This research adopts a combination of the type of generalizations (Tsang and 
Williams 2012) and the suggested guidelines (Seddon and Scheepers 2012) to 
generalise the knowledge contributions. More specific explanation of generalisation 
is given in chapter 8 (Section 8.5). The section 8.5  provides the details for how the 
knowledge contributions from this study a) are generalizable to the within-population 
(Growth-oriented, early technology adopter SMEs), b) identified causal drivers can 
be extended to the cross-population (SMEs in all life cycle stages) and c) contribute 
to mid-range theory with theoretical generalisation (SaaS for SME success model).   
3.11 CHAPTER CONCLUSION 
This chapter summarised the details of the multiple case design with six SMEs and 
three intermediaries in this study. The next chapter presents the within-case analysis 
of the six SMEs and three SaaS intermediary firms. 
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Chapter 4: Within-Case Analysis – SMEs 
4.1 INTRODUCTION 
This chapter presents the findings from the within-case data analysis from the six 
SME cases. The findings from the case analysis are presented with a combination of 
chronological (to cover the events in the SMEs’ sourcing and leveraging of SaaS) 
and theory building structure (Yin 2009) (to cover the findings on IS capabilities and 
SME complementarities) for each SME case. Using this combination, this analysis 
reports the SME case-level findings to address the three research questions (Chapter 
1, Section 1.3). The specific sections for the six SME cases are given in Table 4-1. 
Each case analysis is presented with the following structure: 
 A description of the SME firm that includes their past and future growth plans 
along with key characteristics related to SaaS use by the case. 
 The description of sourcing activities (Table 2.7) with specific details on the 
changes completed by the SME for the SaaS implementation activity.  
 The explanation of how the SME was leveraging SaaS in terms of initial and 
ongoing use of SaaS and associated benefits (Table 2-8). 
 The specific IS capabilities (Table 2.17) from the a-priori list that were 
identified in the SMEs along with the SMEs’ contextual information (internal or 
externally sourced from a SaaS intermediary, responsibility of the IT function or 
the user function for internal capabilities, intermediaries’ role in ongoing support 
for SaaS use).  
 The case-level findings of the organisational complementarities within the 
SMEs which were identified along with IS capabilities (with reference to Table 
2.18). 
 A summary of the case-level findings along with highlights specific to the case. 
The within-case analysis findings from the first SME case, Rental Services, are 
presented first, followed by the remaining five SME cases. 
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Table 4-1: SME sections mapping 
No. SME Short Name SME Description Size Type Appendix 
4.2 Rentals Rental Services  Medium Non-IT C1 
4.3 Manufacturer Global Manufacturing  Medium Non-IT C2 
4.4 Telecom Telecommunication Services Medium Non-IT C3 
4.5 Optimise Optimisation Software Small IT C4 
4.6 CM-Software Content Management Software Small IT C5 
4.7 Retail POS Retail Point of Sale Software Small IT C6 
4.2 RENTAL SERVICES 
4.2.1 Description of Rentals 
Rental Services is the largest privately-owned property management business based 
in Queensland, Australia. At the time of this study, this firm was servicing 4000+ 
properties worth $1.5 billion located in three cities in South East Queensland. 
Rentals was started by two entrepreneurs in 2001 and is a medium size firm with 73 
full-time employees. The annual growth rate was about 10% from 2011 to 2013 with 
average revenue of $7.1 million. This firm was recognised as one of the top 25 
digital champions by the Brisbane City Council. The CDO indicated that Rentals was 
one of the first property management companies to provide property 
owners/investors with online access to their property information. This study 
considered the CDO as part of the business function since his responsibilities and 
past experiences (as the first Business Development Manager in the firm) included 
management of the sales and marketing processes in Rentals. The firm had 
outsourced all its IT and telecom support to external service providers with no in-
house IT function. The firm had been using SaaS applications for the past three years 
as part of its sales and marketing, operations and office automation process activities. 
The analysis findings related to the three research questions from the Rentals case are 
elaborated next. 
4.2.2 Rentals’ Sourcing and Leveraging of SaaS 
Rentals had sourced eight different SaaS applications in three years. These SaaS 
applications were sourced from established vendors (Sales Cloud from Salesforce 
and Office 365 from Microsoft) as well as industry niche vendors (Agent Plus, 1 
Form, Inspect Real Estate). The evaluation and selection of SaaS applications varied 
depending on the quality and maturity of the SaaS application and this process was 
ongoing within Rentals by the CDO. The contracts were on the basis of either a flat 
annual fee (e.g. CloudAmp) or monthly-based fees (based on the number of users) 
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with one or two year terms (Sales Cloud). Rentals’ CDO had access to a technical 
specialist in the SaaS intermediary, Alpha, to understand the complexities of Sales 
Cloud based on their existing relationship with Alpha. Rentals had contracts with 
Alpha for SaaS advisory services as well as for ongoing customisations of the Sales 
Cloud application. A brief description of the SaaS sourcing activities is given in 
Table 4-2. The detailed mapping of the data of these sourcing activities is presented 
in Appendix C.1.1. 
Table 4-2: Rentals’ sourcing of SaaS 
Sourcing Activity SaaS sourcing by Rentals 
Service requirements  Business model change and growth 
 Issues with old CRM application (Goldmine) 
 Access to the local SaaS intermediary to understand Sales Cloud 
features and customisation requirements 
 Access to high speed, broadband internet access was declared as 
mandatory requirement prior to SaaS selection and use 
Vendor selection  Flexibility to customise (Sales Cloud) 
 Cost of subscription (Sales Cloud, AgentPlus, Office 365) 
 Use of free trials for some applications (Geopointe) 
Contract agreements  Long-term subscriptions (two years) with Salesforce  
 Support contract with SaaS service intermediary Alpha  
Implementation  
 Sales Cloud was implemented over a six month period  
 Completed configurations and customisations using Alpha’s services  
 User trainings were given by vendors (Agent Plus) or in-house experts 
(Sales Cloud customisations) 
 Completed both technology changes (configuration of Sales Cloud 
and agent plus applications) and business changes (integrated 
reporting, improvements to leads tracking, BDM performance 
monitoring) 
Measurements  The reliability and availability of SaaS was rated highly by the CDO 
 
The CDO explained how Rentals decided to subscribe to Salesforce based on 
price point:“We changed our business model, or our planned business model and 
then we thought, well I always said Salesforce was the best one out there at price 
point”. He also described the changes to the Sales Cloud application including 
configurations (workflow rules, dashboards with different information visibility 
based on the role of the individual use) and customisations (to address tracking of 
sales from leads to conversion requirements, and business analytics for executive 
decision making) during implementation. This research noted that Sales Cloud was 
implemented over a six month period due to the configurations, customisations and 
data migration activities. A summary of the business and technology changes 
associated with SaaS is presented in Appendix C.1.3. 
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The CDO discussed the trials of the: a) Geopointe application (hot spot 
identification for planning the next office location), and b) Insight Squared 
application (for enhancing the business analytics provided by Sales Cloud). He was 
also aiming to change email interactions into a social communication tool among the 
employees based on his own learning about the features of the Office 365 
application. These examples provide insight into how Rentals was continuing with 
evaluations and use of SaaS applications.  
The leveraging of SaaS by Rentals was identified through the analysis of: a) 
usage of all SaaS applications, and b) the benefits associated with use of SaaS 
applications. The SaaS use was measured through the number of SaaS applications in 
use, the number of tasks performed using SaaS applications and the profile of the 
users who were using specific SaaS applications. The SaaS use data mapping details 
are provided in Appendix Table C.1.4. The findings from the analysis of how Rentals 
used SaaS applications are given in Table 4-3. 
Table 4-3: Rentals’ SaaS use 
No. SaaS  
Applications 
Tasks Performed using SaaS SaaS User Profiles  
1 Sales Cloud Sales leads capturing Business Development Manager  
Sales team opportunities tracking Sales Executives and/or BDMs 
Sales team performance monitoring Sales Managers 
Sales contracts generation Business Development Manager 
Measuring of marketing campaigns Marketing Executive 
Measuring sales process 
efficiencies 
Sales Executive team 
2 Jobscience Recruitment process HR Manager 
3 Conga Composer Customised and detailed 
management reporting process 
Executives and Operations 
Managers 
4 Agent Plus Customer service  processes for the 
rental customers of the properties 
Customer service reps and 
managers 
5 Office 365 Office automation tasks with Word, 
Excel 
Any user who is given access 
6 Inspect Real 
Estate (IRE) 
 Property inspection requests 
processing (logging, tracking) 
Customer Services Rep 
7 1 Form Processing of rental applications BDMs 
8 CustomerGauge Customer satisfaction surveys Management team 
 
Rentals was already using eight SaaS applications and evaluating two new 
applications (Insight Squared and Geopointe) within three years. Sales Cloud 
dashboards were used for operational decisions (e.g. which customer needs to be 
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called today for contract sign off) as well as for strategic needs (e.g. selecting the 
next office location and triggering of customer feedback based on transactions). The 
high level of use of SaaS applications in Rentals was evidenced from the use of SaaS 
in sales, marketing, HR and finance routine tasks by both management and 
operational users. 
This research identified that some of implementation activities particularly the 
configuration of new SaaS applications as well as the customisation of Sales Cloud 
were continuing during the post-implementation use in Rentals. The CDO discussed 
how specific requirements were being addressed by implementations of the 
AgentPlus, Office 365 and Jobscience applications along with the process changes 
that occurred in the last 2.5 years. The changes were: a) the ability to provide 7*24 
customer responses with Sales Cloud use, b) enhanced management decision-making 
processes related to leads conversions, sales process efficiencies, individual BDM 
performances, tracking of customer satisfaction, c) changes to the HR recruitment 
activity with the use of the Jobscience application, and d) automation of manual 
processes (tenant application with 1Form SaaS application and rental inspections 
with Inspect Real Estate application). It is also noted that, along with these changes, 
the configuration and customisation of the underlying SaaS applications were 
demonstrated by in-house users (for simple reports and screen modifications) or by 
the external SaaS intermediary firm, Alpha (for complex technical changes).  
Table 4-4 shows the benefits associated with using eight SaaS applications in 
Rentals. The strategic benefits associated with SaaS use were identified from 
competition-related tasks (e.g. initiating investor follow-ups for lost sales in 
subsequent years using Sales Cloud) as well as customer related tasks (e.g. triggering 
customer satisfaction surveys based on tracking of activities with Agent Plus). The 
Sales Cloud dashboards shared by the CDO and BDMs illustrated how consolidated 
information from Sales Cloud was used for decision making and improving the 
efficiency of routine sales tasks (e.g. customer follow-ups by the BDM based on 
monthly targets).  
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Table 4-4: Rentals’ SaaS benefits 
Benefit Type Benefits from Rentals’ Use of SaaS 
Informational 
 Weekly management review reports across nine areas (Sales Cloud 
dashboards) for operational planning 
 Customised performance monitoring dashboards (lead conversions, 
salesperson evaluations) for management decisions 
Transactional 
 Customer service efficiencies 
 Effective operations with real-time data for BDMs 
 Time savings with contract generation activity with Sales Cloud 
Strategic 
 Profitability-based growth  (with lead qualification and  task automation 
with Agent Plus) 
 Competition analysis of lost opportunities (Sales Cloud data capture for 
lost opportunities) 
 Improved customer response timings (Sales Cloud availability) 
Transformational 
 Sales Cloud  selected to support the business model changes 
 Improvement of HR recruitment processes by using Jobscience 
application from Salesforce 
 
This study observes that firm-wide adoption and advanced use of SaaS was 
contributing to four types of benefits identified in Table 4-4. The CDO also rated the 
literature-based benefits (both technology and business) of SaaS (Appendix Table 
C.1.3) based on Rentals’ experience with SaaS use. The high ratings for individual 
productivity, mining data insights, ease of access and total cost of ownership 
provided further validation for the benefits listed in Table 4-4. That concludes the 
analysis of sourcing and leveraging of SaaS by Rentals. The findings related to the IS 
capabilities associated with Rentals’ SaaS use and benefits are elaborated next. 
4.2.3 Rentals’ IS Capabilities 
The analysis identified a set of individual IS capabilities demonstrated by Rentals by 
mapping specific activities of Rentals with the a-priori table (Table 2.15). Table 4-5 
presents a summary of the findings regarding: a) IS capabilities existing in Rentals 
and their strength (high or low) (existence), b) whether the IS capabilities were 
observed at the firm or individual level, c) whether the underlying activities were 
conducted by the SME employees or sourced externally from the SaaS intermediary, 
and d), if the activity was conducted internally, whether the responsibility was with 
one of the business functions (sales or marketing or finance) or with the IS function. 
Table 4-5: IS capabilities demonstrated by Rental Services 
IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
IS/IT Leadership HIGH Internal Individual User 
Business Systems Thinking HIGH Both Firm Both 
Relationship Building LOW Internal Firm User 
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IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
Architecture Planning LOW External   
Making Technology Work HIGH Both Firm Both 
Informed Buying HIGH Internal Individual User 
Contract Facilitation LOW Internal Firm User 
Contract Monitoring LOW Internal Firm User 
Vendor Development LOW Internal Individual User 
Benefits Management HIGH Internal Firm User 
Change Management HIGH Internal Firm User 
Project Management NE    
Information Management HIGH Internal Firm User 
LOW: Demonstrated in only one activity and by only one user 
HIGH: Demonstrated by more than one activity or by more than one user 
NE: No direct evidence for this capability 
Blank: Data not available or not applicable 
 
Most of the IS capabilities (except for IS leadership and vendor development) 
were observed at the firm level since both management and operational users from 
sales, marketing, property maintenance and head office functions were performing 
underlying activities as part of their routines. The CDO was the only user performing 
the activities underlying IS leadership and informed buying capabilities. The 
responsibility for information management, benefits management and business 
systems thinking were with functional users (sales, marketing, head office staff and 
property maintenance teams) in Rentals.  
The following quote from the CDO illustrates how information management 
capability was providing informational benefits to CEO’ with the use of Sales Cloud 
dashboards: 
“Whereas with the Salesforce side of things, especially with the dashboards, 
like for our CEO, we just give him the dashboard app on his device and that’s 
all he needs.  He looks at it, looks at our growth and that sort of thing, looks at 
it visually, snapshot if he wants to, he can drill down through that.  So having 
the live data versus, and seeing those results as they come in versus waiting 
until the end of the period to be able to report on them.”  – Rentals CDO  
 
A data mapping associated with activities of IS capabilities is enclosed in 
Appendix Table C.1.5. That concludes the findings on IS capabilities within Rentals. 
4.2.4 Rentals’ Complementarities 
This section reports the findings about the organisational complementarities that 
were identified in Rentals’ use of SaaS applications. With expertise as the first 
business development manager in Rentals, the CDO had the necessary knowledge to 
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redesign and implement the sales and marketing processes with Sales Cloud 
applications. The CDO’s explanations of how the management planned and executed 
the firm’s growth with multiple SaaS applications provided illustrations of how 
Rentals’ use of SaaS was continuing to meet its growth objectives. The adoption of 
the net promoter score (NPS) technique to measure customer satisfaction for all 
service transactions demonstrated how Rentals was operating like a large firm. The 
CDO’s comment “So as an organisation we’re always looking at what bigger 
companies are doing. And how we adapt that to us” reflects the organisational 
adaptations occurring with the strategic goal of growing into a large enterprise. The 
complementarities identified in Rentals are presented in Table 4.6. 
Table 4-6: Rentals’ complementarities 
Complementarities Rentals’ Analysis Findings Level 
Individual 
expertise 
 The CDO’s past role as the first BDM in the company 
 The in-house experts giving the Salesforce new user 
training 
Individual 
Process orientation  The creation of 32 processes to capture the firm 
activities 
 Design of sales process with Sales Cloud use for 
process consistency 
Firm 
Learning about and 
by doing 
 SaaS trials for Geopointe for new customer markets 
 SaaS trials for CloudAmp for integration 
 Choosing Jobscience for recruitment 
Individual 
Strategic 
orientation 
 Business model changes are cited as one reason for 
sourcing Sales Cloud 
 Customer growth and retention by establishing and 
tracking monthly targets for BDMs using Sales Cloud 
 Profitability-based growth through SaaS automation-
based efficiencies 
Firm 
Organisational 
adaptation 
 Enabling employees to raise why question for 
continuous improvements and initiate changes required 
for using SaaS-based automation  
 Recognised as digital champion for proactive use of 
digital technology to address changing needs of 
customer demographics to enable 24*7 interactions. 
Firm 
Knowledge sharing  Use of  in-house BDM’s knowledge to educate new 
SaaS users 
 Limited explicitly codification of the knowledge 
Firm 
Distributed 
workforce 
 Office in five locations in South East QLD Firm 
Prior outsourcing 
knowledge 
 Existing relationship with outsourcing providers for 
customer support, telephone infrastructure services 
Firm 
4.2.5 Rental Services Case Summary 
The section first presents the within-case analysis findings related to the three 
research questions in this case. 
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 SaaS sourcing: Rental Services had completed a set of technology changes 
(configurations and customisations) and process changes to implement the main 
SaaS applications (Salesforce SaaS, Agent Plus, Office 365).  
o The implementation step of sourcing can take as much as six months due 
to technology (customisation, configuration, data migrations) and 
business changes (training and setting up of business data) needed to get 
SaaS ready for use.  
 SaaS leveraging: Rentals’ use of eight SaaS applications can be contributing to a 
set of basic benefits (cost savings, consolidation of data) with the initial 
implementation. The technology and business changes of existing and new SaaS 
applications during the post-implementation use of SaaS can be contributing to 
advanced benefits (strategic and transformational) in Rentals (Table 4-4). 
 IS capabilities: The activities underlying these capabilities can be: a) either 
demonstrated by the business function or IT function (provided by a SaaS 
intermediary), and b) associated with individual level or at the firm level in 
Rentals case. 
o IS leadership, benefits management, information management and 
informed buying are IS capabilities that can be contributing to Rentals’ 
use of SaaS applications and realise business benefits. 
o Architecture planning, business systems thinking and making technology 
work capabilities were identified as the IS capabilities that can be 
contributing to Rentals’ use of SaaS for business benefits. However, as 
demonstrated by Rentals, these capabilities can also be externally sourced 
from a SaaS intermediary as well. 
 Rentals’ complementarities: These were identified at the firm level (strategic 
orientation, process orientation, organisational adaptation) and individual level 
(expertise, learning and experimentation, knowledge sharing). These 
complementarities start with an enhanced relationship with IS capabilities during 
SaaS implementation that transforms into a mutually reinforcing relationship 
during the post-implementation use of SaaS. 
 The internal IS capabilities (Table 4.5) and associated complementarities (Table 
4.6) are identified as contributing to Rentals’ realisation of the business benefits 
during post-implementation use of SaaS. 
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Next, this analysis explicates some of the specific observations of the Rentals 
case related to the core themes of this study. Although Rentals started with SaaS only 
three years ago, this SME was already subscribing to eight SaaS applications as part 
of its core processes (property maintenance, sales and marketing) and non-core (HR, 
Office automation). The past business development manager has taken the role of 
CDO which enabled Rentals to make informed choices between SaaS customisations 
versus changing the internal processes to adapt to the best practices offered by SaaS. 
The new member training for SaaS use was done by in-house functional experts due 
to their process knowledge related to customisation of Sales Cloud applications. That 
concludes the case-level findings on Rentals. Next, the findings from Manufacturer 
are presented. 
4.3 MANUFACTURER 
4.3.1 Description of Manufacturer 
Manufacturer is the Australian operations of a global food processing equipment 
manufacturing firm. The firm is privately held with a head office located in the US. 
The Australian operations have 200 employees with a 30 member sales team 
distributed across 11 countries. This firm started in the 1950s and the Australian 
operations had a major expansion in 2005. The firm has received ISO9001 process 
certification for its processes which includes the sales and marketing process. At the 
time of the data gathering, the firm had been using SaaS for the previous 3.5 years. 
The Customer Relationship Manager regularly shared her knowledge regarding the 
firm’s Salesforce use at the local user group meetings. She was an IT networking 
specialist before taking up the Customer Relationship Manager role. This firm had 
ten people in the IT team which was responsible for maintaining the traditional IS/IT 
systems but not responsible for SaaS selection or implementation. The SaaS Sales 
Cloud was completely managed by the Customer Relationship Manager and the 
Sales Administrator for the Australian operations. The Sales Administrator had 
experienced four different CRM systems over the last 20 years. She had also played a 
key role as part of the SaaS use policy creation during the changes to the Sales Cloud 
SaaS. 
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4.3.2 Manufacturer’s Sourcing and Leveraging of SaaS 
This section describes some main activities of sourcing as well as key changes 
completed by Manufacturer to implement SaaS for all its regions. It subsequently 
elaborates on the leveraging of SaaS through the analysis of use and benefits from 
Sales Cloud. According to the Customer Relationship Manager, the purchase of 
Salesforce was described as a foregone conclusion in the US even though the CRM 
team had evaluated two other applications. A Salesforce consultant was used for the 
initial data conversion from Oracle as well as the initial configuration of Sales Cloud 
for all regions. The Australian-based CRM team was mostly involved in setting up 
the policies related to how the SaaS users would be using Sales Cloud for rolling it 
out for the thirteen countries outside the US.  
Since Manufacturer migrated from Oracle CRM, the Australian team had 
completed a set of user interface configurations of the Sales Cloud application to 
minimise the impact on the sales user group with the migration from Oracle CRM to 
the Salesforce Sales Cloud application. The Sales Administrator also explained the 
extent of changes made to the firm’s ISO9001 certified sales processes using Sales 
Cloud before it was rolled out to all the global regions. Both the Customer 
Relationship Manager and Sales Administrator were involved in the ongoing 
customisation and configurations of the Sales Cloud application as well as running 
the training activities for sales and marketing users who were distributed across 13 
countries. This firm also demonstrated ISO 9001-based managing change capability 
with its SaaS-related training and implementation of customisations. A summary of 
the key sourcing activities is given in Table 4-7 and is supported by the data evidence 
in Appendix Table C.2.1. 
Table 4-7: Manufacturer’s sourcing of SaaS 
Sourcing 
Activity 
SaaS Sourcing by Manufacturer 
Service 
requirements 
 Globally distributed sales team across 13 countries 
 The CEO needed a consistent global view of sales operations 
 Operational issues with old application (Oracle CRM) 
Vendor selection  Ease of use by the users was referred to by CR Manager 
 Selection process completed by US team from two choices 
Contract 
agreements 
 No data available with Australian team as global contracts were 
established and maintained by US team 
 US Salesforce consultant was hired for initial customisation and data 
conversions 
Implementation  
 Extensive customisation and configurations were done during the initial 
implementation with a US-based consultant 
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Sourcing 
Activity 
SaaS Sourcing by Manufacturer 
  User screens had to be customised to ease the transition for users of 
CRM system 
 The business changes included new policy and business rules for users 
access, integration of web-based leads, increase the customer 
communication channels, implement best practices of sales tracking for 
consistency across global locations, improved marketing activities and 
co-ordination with sales 
Initial and ongoing training processes were established and users were 
trained before the initial use by the in-house team 
Measurements 
 The reliability and quality of Sales Cloud were acknowledged by the 
CRM team and rated highly by the CR Manager 
 
The SaaS leveraging in Manufacturer was analysed with reference to: a) the 
use of Sales Cloud features for sales and marketing tasks, and, b) the benefits 
realised with the use of Sales Cloud. This firm used only Sales Cloud as its main 
SaaS enterprise application. The three measures of SaaS use by Manufacturer are 
summarised in Table 4-8. Although Manufacturer was using the Google Docs 
application for sharing training information to the global user base, the use of that 
application was only occasional. 
Table 4-8: Manufacturer’s use of SaaS 
No. Salesforce  
Offerings 
Tasks using SaaS  SaaS Users 
1 Sales Cloud Sales leads tracking Sales Managers 
Salesman opportunities tracking Sales Executives and/or BDMs 
Sales quality assurance Sales Administrator 
Sales quotes generation & quote 
refresh activity 
Sales Manager and Sales 
Administrator 
Marketing campaigns Marketing team 
Dashboards for management 
decision making 
Sales executives, managers, 
marketing executives, managers 
Competitor analysis CR Manager and sales team 
Sales forecasting CR Manager  
Sales training for SaaS use CR Manager, Sales Managers 
2 Google Docs Occasional use CR Manager and Salesforce team 
 
Manufacturer was using Sales Cloud as its main SaaS application. The 
Customer Relationship Manager explained how the sales tracking processes across 
the globe were made consistent with the use of centralised data and information in 
Sales Cloud. After consolidation of sales data with Sales Cloud, the CR Manager 
explained how the firm president can see the global view of sales:  
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“It meant that our president in the States could see all the sales data. So he 
could see all the sales data of everything that was happening throughout the 
company, throughout the world.” 
A set of benefits for Manufacturer from leveraging the SaaS was identified 
from the explanation related to use of specific features of the Sales Cloud application 
and the dashboards and reports shared by both the CR Manager and CRM 
Administrator (Table 4-9). 
Table 4-9: Manufacturer’s benefits from SaaS use 
Benefit Type Benefits Associated with Manufacturer’s SaaS Use 
Strategic Competitive analysis with lost opportunities 
Informational 
Sharing information across regions 
Global information consolidation for CEO 
Improved consistency of sales tracking info 
Automated forecasting reports 
Workflow optimisation though consolidation 
Transactional 
Transaction efficiencies through automated and integrated workflow 
Global availability, mobility and reliability for sales operation 
effectiveness 
Streamlined processes and ease of use increasing user efficiencies 
Transformational 
Improved sales forecasting and opportunity tracking processes across 
13 countries 
 
Subsequent to the identification of benefits associated with SaaS use, the CR 
Manager provided a rating of the anticipated benefits from SaaS (Table 2-4) based on 
her firm’s use of Sales Cloud application for three years. These ratings are presented 
in Appendix Table C.2.3. These ratings provide support for the benefits associated 
with SaaS use listed in Table 4-9. 
4.3.3 Manufacturer’s IS Capabilities 
Table 4-10 presents the list of the individual IS capabilities existence in 
Manufacturer along with the specific information (associated with individual-level or 
firm-level responsibility of the user or IT function and provided by a SaaS 
intermediary firm or internal SME employees) related to the IS capabilities identified 
in Manufacturer. 
Table 4-10: IS capabilities in Manufacturer 
IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
IS/IT Leadership HIGH Internal Firm User 
Business Systems Thinking HIGH Internal Individual User 
Relationship Building NE NE NE NE 
Architecture Planning NE NE NE NE 
Making Technology Work HIGH Internal Individual User 
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IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
Informed Buying LOW Internal Firm User 
Contract Facilitation LOW N/A Firm User 
Contract Monitoring NE NE NE NE 
Vendor Development LOW Internal Firm User 
Benefits Management HIGH Internal Firm User 
Change Management HIGH Internal Firm User 
Project Management NE NE NE NE 
Information Management HIGH Internal Firm User 
LOW: Demonstrated in only one activity and by only one user 
HIGH: Demonstrated by more than one activity or by more than one user 
NE: No direct evidence for this capability 
Blank: Data not available or not applicable 
 
 A three-member CRM team was managing all the decisions regarding Sales 
Cloud feature configurations and customisations and its usage, indicating that the IS 
leadership was demonstrated by a team rather than by one level. The CRM team is 
also involved with the small configurations and customisation code development 
which indicated the “making technology work” capability by the functional team. 
The CR Manager stated that: “We do most of our stuff in house, it’s only when it gets 
really fiddley, or we need a lot of fancy code, that we go outside”. The pattern of data 
in the IS/user column and internal/external column reveals that all the IS capabilities 
identified in this case were internal to the firm and were the responsibility of the user 
function (CRM team).   
This firm is a manufacturer of capital intensive food processing equipment, and 
the duration of the sales cycle is extremely long (normally two years but exceptions 
can take up to eight years). Hence historical quote information tracking and updates 
related to quote generation activities (involving complex information integration and 
timely updates of changing data like conversion rates etc.) indicated the high 
information management capability using Sales Cloud with the timeliness and 
accuracy of information. The relevant data evidence behind the IS capabilities is 
presented in Appendix Table C.2.6.  
4.3.4 Manufacturer’s Complementarities 
The Manufacturer case had developed a set of complementarities over the past 60 
years which was contributing to its use of SaaS and associated benefits. The 
Customer Relationship Manager gave repeated examples of how the firm provided 
planned and ad-hoc training programs to educate the sales personnel across 13 
countries. Documentation related to the firm’s ISO-9001certified process orientation 
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contributed to managing change activities of the sales and marketing operations with 
SaaS. The full list of the complementarities identified in this case is provided in 
Table 4.11.  
Table 4-11: Manufacturer’s complementarities 
 
The CR Manager also presented a step-by-step process to educate the 
Salesforce users in the Brisbane user group about creating custom objects within 
Salesforce for fields, tabs, report types, workflow rules, search layouts, quick start 
pages for specific user groups and access rights. Thus, with the ongoing use of 
Salesforce for three users, the CR Manager was able to create and share knowledge 
artefacts to enable the learning for other users. The following excerpts from the 
interviews provide illustrations of two of the complementarities with Sales Cloud use 
by Manufacturer: 
“I worked in IT for a lot of years and I set up a lot of the networks around our offices 
and all the firewalls and all the internet connections and all the VPN [virtual private 
network] set ups and initially, when I was doing that, that was a huge step forward, 
because I was in IT when they asked me to do this.” – Customer Relationship 
Complementarity Data Examples Level 
Individual 
expertise 
 The IT networking expertise of CR Manager with her past 
role 
 20 years and 4 distinct systems of CRM use by Sales 
Admin 
Individual 
Process orientation  ISO 9001 certification of all processes 
 Defining Salesforce users, access controls and process for 
Sales and marketing team roles for using SaaS 
Firm 
Learning about and 
by doing 
 Ongoing structured training programs for new users 
 Testing free Salesforce add-ons for specific needs (e.g. 
eliminating duplicates) 
Individual 
Strategic 
orientation 
 Growing into Asia Pacific region (India, China) 
 Enhancing sales process consistency across regions for 
information visibility and sharing 
Firm 
Organisational 
adaptation 
 Governance on user definition and control for Salesforce 
use 
 Structured and ad-hoc training material for both initial and 
ongoing learning 
Firm 
Knowledge sharing  Creation of “how to” videos for use of Sales Cloud  
 Documenting and sharing customisation and configuration 
methods with Brisbane Salesforce user group  
Individual 
Distributed 
workforce 
 The sales team of Australian operations distributed across 
13 countries 
Firm 
Boundary spanners  CR Manager and Administrator demonstrated the ability to 
do configuration and customisation of SaaS applications 
(technical abilities) and training for sales and marketing 
teams (functional operational responsibility) and setting up 
governance processes before SaaS use (management 
activities) 
Individual 
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Manager’s past IT experience enabling Salesforce rollout (INDIVIDUAL 
EXPERTISE) 
“It’s pretty much procedure and process. So what happens is, for every process in this 
company, there’s a documented process in place. And that’s on our quality assurance 
program that we have. It’s on the intranet, you can access any process and procedure 
at any time. And it’s got a flowchart of what actually happens in documents and what 
have you to support it. And we have to have that for ISO9001 certificate.” – CRM 
Administrator (PROCESS ORIENTATION) 
4.3.5 Global Manufacturer Case Summary 
The summary of the Manufacturer case analysis provides: a) key findings related to 
the three research questions, and b) specific highlights related to this firm’s use of 
SaaS. The findings related to the three research questions are summarised as follows:  
 Although initial implementation of SaaS can involve an intermediary’s 
knowledge, the functional group users in Manufacturer became responsible for 
configuration and customisation changes during the post-implementation use of 
SaaS applications. 
 The IS leadership, benefits management, information management and managing 
change capabilities were demonstrated highly at the firm level by the CRM group 
in this firm. 
 The business systems thinking and making technology work capabilities were 
demonstrated highly by individual participants (Customer Relationship Manager 
with a technology background and Sales Administrator with 20 years of sales and 
marketing experience) in this firm. 
 The evidence for vendor development and contract facilitation capabilities was 
limited. There was also no evidence of relationship management, architecture 
planning, contract management and project management capabilities in this firm 
with their use of SaaS. 
 The individual expertise and experimentation with SaaS features and learning 
about SaaS complementarities can contribute to business systems thinking and 
making technology work capabilities for functional users and contribute to 
enhanced use of SaaS enterprise applications. 
Some specific findings related to this firm’s use of SaaS are highlighted. 
Firstly, the CR Manager’s extensive IT networking and training expertise provided 
support for how she performed activities underlying the business systems thinking 
and making technology work capabilities in her current role. Secondly, although 
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there was an IT team in the firm, all the sourcing and leveraging tasks were 
performed by the CRM group as a part of the sales function. In addition, with 
ongoing customisation and configuration of activities by the CRM team, this firm 
had managed to achieve competitive intelligence and process improvement benefits 
from Sales Cloud use. This study posits that: a) the governance of SaaS use (policy 
establishment for SaaS users, formal, structured and ongoing training programs for 
globally distributed user base), and b) process orientation (ISO 9001 certification) 
related to SaaS-driven changes can be contributing to this firm’s realisation of all 
four type of benefits from one main SaaS application use. The findings from the 
Manufacturer case explicate that IS capabilities can be: a) the responsibility of the 
functional user groups (CRM team in this case) with minimal IT involvement, and b) 
contribute to advanced use of SaaS applications (with extensive configurations and 
customisations) to realise all kinds of benefits (process improvements of sales and 
marketing functions, competitive intelligence, consistency information delivery of 
globally distributed sales data and sales team efficiencies) using inherent 
organisational complementarities (individual expertise, process orientation and 
strategic actions). The findings from the Telecom case are presented next. 
4.4 TELECOM SERVICES 
4.4.1 Description of Telecom 
Telecom Services is a medium size publically listed firm with its head office in 
Sydney and a sales office in Brisbane with 20 people. This firm is Australia’s 
number one managed hosting and business-only telecommunications company. It 
started in 1992. The firm provides integrated voice, data and mobile solutions to 
medium size firms and government departments with its ISO27001 and payment card 
industry-compliant data centre in Sydney. The firm is increasing its growth focus as 
a managed hosting solutions provider with significant capital investments in a set of 
new data centres. Telecom had been using Salesforce Sales Cloud since 2011. The 
CRM function was migrated from an internally developed IT system to Sales Cloud 
based on the anticipated benefits from the use of the cloud-based CRM application. 
The firm used Salesforce for sales, marketing and company management activities 
with about 150 users. The remaining business functions were supported by 
traditional IS/IT systems by an in-house IT team. The findings on the sourcing and 
leveraging of SaaS by Telecom are presented next.  
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4.4.2 Telecom’s Sourcing and Leveraging of SaaS 
This section provides the findings from the specific tasks performed by Telecom for 
sourcing its SaaS applications. It is followed by the explanation of the limited 
leveraging by Telecom based on the data gathered from three participants. Telecom 
had completed a formal evaluation project as well as received expert opinions before 
signing the contract with Salesforce for the Sales Cloud application. Since the CRM 
functionality was supported by an in-house developed IT application which included 
both CRM and finance functionality, the data integration with the in-house system 
was a critical criterion used for the SaaS selection.  
In terms of the SaaS customisation activities done by Telecom during the 
implementation, the Business Analyst explained that: “We had a choice between 
changing people’s behaviours about our sales process or trying to make Salesforce 
fit to our sales process and we did the latter, mostly.” Similar thoughts were 
expressed by the two functional users (State Manager and Partner Account 
Executive), indicating that the choice between changing the internal process or the 
SaaS application was an important consideration during the SaaS implementation. 
This firm also used both Salesforce consultants with initial implementation and 
another intermediary for ongoing Sales Cloud support needs. Telecom has a large in-
house IT team and thus had an extended involvement from IT for SaaS 
implementation, due to the data integration requirements with the in-house developed 
IT applications. There were no formal measures identified regarding quality or 
service-level agreements with Salesforce. The sourcing data correlation is given in 
Appendix Table C.3.1. 
Telecom completed a set of changes with SaaS configuration and 
customisation activities over nine months for Sales Cloud implementation. The data 
correlations related to these changes are in Appendix Table C.2.3. The key finding is 
that most of the SaaS configuration and customisations were done to change Sales 
Cloud to look like Telecom’s existing processes rather than changing the firm’s 
internal processes to adapt with the best practices. Based on subsequent limitations 
faced by Telecom, this research posits that the decision-making related to whether 
the SaaS application needs to be changed or the business process needs be changed 
during the implementation can be important for subsequent add-on application 
integrations with SaaS. 
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Table 4-12: Telecom’s sourcing activities 
Sourcing Activity SaaS Sourcing by Telecom 
Service requirements  Sales management team had decided to go for cloud-based CRM 
function and migrated from the in-house system’s limitations 
 Information integration with existing non-SaaS IT applications 
Vendor selection  Options evaluation was completed by in-house IT team in 
consultation with user functions 
 Salesforce success with other firms was used by sales team to 
make the final choice over enhancing the in-house CRM system 
Contract agreements  Long-term contracts with Salesforce and SaaS Intermediary 
Implementation  
 Business process changes included sales activities tracking, 
integration between sales and marketing functions, marketing 
methods 
 Technology changes included to data migration from the old in-
house-based system, ongoing data transfer between in-house and 
Sales Cloud for specific information 
 User training for a selected set of users 
 Customisations were done to change the Sales Cloud to work like 
the existing process and systems which resulted in more 
customisations in subsequent SaaS add-ons 
 Use of Salesforce consultants for initial configuration and 
customisation 
Measurements 
 No quantitative measures were shared related to quality of SaaS 
 Descriptions from three participants indicated that Sales Cloud 
implementation did not satisfy all stakeholders particularly a set of 
the sales team members 
 
Next, this analysis presents the findings related to the use of Sales Cloud in 
Telecom. Table 4-13 provides the list of SaaS applications, tasks performed with 
SaaS use and profiles of SaaS users in Telecom.  
Table 4-13: Telecom’s SaaS use data 
No. SaaS Application Tasks using SaaS  SaaS Users 
1 Sales Cloud 
Account Planning 
Sales Account Managers, 
Partner Account Executives, 
Sales and Executive Management 
Forecasting Sales team 
Marketing Management Marketing team 
Leads Tracking Sales team, State Managers 
Opportunity 
Management 
Sales operations, Partner Account 
Executives 
Sales Process KPIs Executive and Sales Management 
2 Marketo Campaign Management Marketing team 
 
The firm was using only two SaaS enterprise applications, namely, Sales Cloud 
for CRM and Marketo (a Salesforce add-on) for specific marketing tasks like 
campaign management. The involvement of the IT team was high in this case since 
the CRM functionality was moved from an in-house sales order management system 
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to the Salesforce Sales Cloud. Data quality and limited changes to the business 
processes were raised as concerns by the Business Systems Analyst and Partner 
Account Executive regarding the firm’s Sales Cloud use. The first concern was 
related to partial data input as some of the users did not enter all the required fields 
and this had an impact on the overall information management using Sales Cloud. 
This was highlighted by the Partner Account Executive who said: “They [sales 
management] were relying on all of us collectively to dutifully update Salesforce 
contact names, so all you need is 50% of the reps not to bother, okay and you’ve 
always got wrong information. So that’s, that’s a big issue.” 
The second concern was related to the limited adaptation to the best practices 
offered by Sales Cloud by Telecom teams. This was acknowledged by the Business 
Systems Analyst who stated that: “We had a choice between changing people’s 
behaviours about our sales process or trying to make Salesforce fit to our sales 
process and we did the latter, mostly.” Similar experiences by all participants 
provided an explanation for why Telecom had realised only a limited set of benefits 
from SaaS use. 
The benefits were mostly transactional (limited cost efficiencies and 
collaboration across geographical locations). There were no strategic or 
transformational benefits and also information benefits were rather limited (account 
histories and use of sales KPI dashboards) due to incomplete use by part of the sales 
team. The State Manager’s rating of the literature-based benefits from SaaS (Table 2-
4) is given in Appendix Table C.3.2. Telecom’s limited use of SaaS and benefits 
were attributed to: a) sales users viewed the information captured in SaaS for 
providing management KPIs only and did not benefit them directly, b) limited 
training for new users, and c) limited data quality resulting from lack of updates to 
the historical data. The data correlation of use and benefits is presented in Appendix 
Table C.3.4. The limited benefits identified in Telecom are given in Table 4-14. 
Table 4-14: Telecom’s benefits from SaaS use 
Benefit Type Benefits Associated with Telecom SaaS Use 
Transactional Ease of access and communications across teams in multiple locations 
Informational 
Activity-based quality information history (only by trained users of the 
system and not by all users) 
Strategic None 
Transformational None 
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The State Manager explained that the total cost of ownership was not fully 
realised by Telecom since only the CRM function was migrated to SaaS and the 
remaining functionality (finance and orders) had to be maintained by the in-house 
application with their IT team. This study posits that the cost benefits from 
elimination of hardware/software purchase with SaaS may not be realised, if the 
SME uses SaaS only for one function (e.g. CRM) and continues to use traditional IT 
systems for most for their needs. 
4.4.3 Telecom’s IS Capabilities 
Table 4-15 provides the list of individual IS capabilities identified in Telecom’s 
activities along with case-specific information related to: a) whether the IS 
capabilities were associated with the individual or firm level, b) who was responsible 
for the capability (IS function or user function), and c) was it internal to the SME or 
provided by SaaS intermediary. The data correlations related to the existence of IS 
capabilities in Telecom are given in Appendix Table C.3.5. 
Table 4-15: IS capabilities in Telecom 
IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
IS/IT Leadership LOW Internal Firm Both 
Business Systems Thinking HIGH Both Firm Both 
Relationship Building NE NE NE NE  
Architecture Planning NE NE NE NE 
Making Technology Work LOW Both Firm IT 
Informed Buying LOW Internal Firm User 
Contract Facilitation NE NE NE NE 
Contract Monitoring NE NE NE NE 
Vendor Development NE NE NE NE 
Benefits Management LOW Internal Firm User 
Change Management NE NE NE  NE 
Project Management NE NE NE NE  
Information Management LOW Internal Firm User 
LOW: Demonstrated in only one activity and by only one user 
HIGH: Demonstrated by more than one activity or by more than one user 
NE: No direct evidence for this capability 
Blank: Data not available or not applicable 
 
The State Manager indicated that the highly customised rule-based data entry 
screens had a negative impact on sales team members. Both of the functional users 
interviewed in this study (State Manager and Partner Account Executive) explained 
that the mandatory data fields addressed only the management needs but provided 
limited benefits to the sales users in their day-to-day operations. Many such 
examples provided the evidence for low benefits management capability in this firm. 
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As there was a large number of Salesforce users in the firm (150 in total), this study 
posits that the failure to explicitly manage change activities could have contributed to 
the limited benefits from SaaS use in Telecom. All the findings related to the firm’s 
IS capabilities are provided in the case-level summary. 
4.4.4 Telecom’s Complementarities 
Although Telecom Services was the largest medium size firm among the three 
medium size firms investigated in this research, only a few complementarities were 
identified in this case. This firm had established specific partnerships to provide 
customised solutions at the customer opportunity level and this information was also 
entered and tracked within the Salesforce SaaS. The Partner Account Executive 
highlighted that the prior experience in using Salesforce gave some sales managers 
an advantage on how to leverage the benefits from the system. The full list of 
complementarities identified in Telecom Services is provided in Table 4-12. The 
following interview extracts illustrate the specific complementarities in Telecom: 
“The specific target was to find organisations in the ICT sector whether they were 
software houses or systems integrators, who would like to work in together with 
Telecom Services to form a solution for the end-user. So for example Telecom Services 
could sell telecommunications and also platform as a service which is the base end of 
a cloud offering.”– Partner Account Executive on opportunity-specific 
partnerships 
“Yes, there were two out of the ten or so people that were using it here in Queensland, 
they had used Salesforce before and so they were actually developing emails out of 
Salesforce rather than Outlook, okay and I never learnt how to do that.” – Partner 
Account Executive on prior experience with Salesforce 
Table 4-16: Telecom’s complementarities 
Complementarity Inferences from the data Level 
Opportunity-
specific 
partnerships 
 Based on the needs of specific customer, this SME can 
establish opportunity-specific partnerships and offer a 
customer specific solution 
 Partner Account Manager role 
Firm 
Individual 
expertise 
 Users with prior experience in using Salesforce had a 
good understanding of features  
Individual 
Firm outsourcing 
experience 
 The past experiences with outsourcing of IT services  Firm 
Distributed 
locations 
 Sales and operations distributed across multiple states of 
Australia 
Firm 
Strategic 
orientation 
 Increasing the service offerings to include hardware and 
storage services to middle range software providers 
Firm 
 
4.4.5 Telecom Case Summary 
The findings related to the three research questions are summarised as follows: 
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 The configuration and customisation decisions in terms of changing the SaaS 
application or changing the internal processes to use SaaS features had impacted 
on the subsequent integration of new SaaS add-on applications in Telecom. 
 Telecom showed only low evidence of activities underlying IS leadership, 
benefits management and information management capabilities, indicating the 
operational focus of SaaS use of SaaS by Telecom.  
 Business systems thinking and informed buying were two capabilities that were 
supported activities by the in-house IT team in Telecom. However, the making 
technology work capability was provided by Salesforce initial implementation 
and by another intermediary during subsequent use. The IT team’s 
responsibilities were limited to SaaS selection and data integration with in-house 
systems. 
 No activities were identified for vendor development, contract facilitation and 
monitoring capabilities, architecture planning, managing change and project 
management capabilities in this firm. 
Specific findings on Telecom’s leverage of SaaS for benefits can be 
highlighted. Telecom had been using only two SaaS applications for five years with 
only transactional and informational benefits. The case-level findings explicated that 
the decisions related to changes to technology or business processes during the 
implementation can impact the ongoing use and benefits with SaaS. The lack of 
direct benefits perceived by the SaaS operational users can result in data entry issues 
and limit their abilities to use SaaS effectively as well as limiting the realisation of 
strategic and transformational benefits. The importance and need for high IS 
leadership, benefits management and managing change capabilities were explicated 
by the limited use and benefits in Telecom. 
4.5 OPTIMISE SOFTWARE 
4.5.1 Description of Optimise 
Optimise is a small IT firm with its head office in Brisbane with about 20 employees. 
The firm was started by a team of mathematicians to provide advanced optimisation 
solutions for industry problems. The firm was selected as one of world’s best 
analytics teams in 2014. The firm started in 2009 and started to use Salesforce SaaS 
from the initial days of its operations. Interviews were held with the firm’s CEO and 
Marketing Manager. There was not an explicit IT function as this firm is essentially 
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providing IT solutions for process optimisation using mathematical modelling. 
During 2014, this firm was using nine SaaS applications which was the maximum 
among all the six cases in this study. Although this SME was using nine SaaS 
applications in its end-to-end processes, the use and benefits from the Salesforce 
SaaS were rather limited. A detailed description of how this firm sourced and 
leveraged SaaS is provided in the next section. 
4.5.2 Optimise’s Sourcing and Leveraging of SaaS 
Optimise was using nine distinct SaaS applications within its day-to-day routines. 
This section describes how these SaaS applications were sourced from vendors. 
Optimise started with Sales Cloud five years ago without any evaluation since 
Salesforce was the only established vendor for the CRM function at that time. 
Subsequent SaaS application evaluation and selection decisions were left to the 
individual or functional teams that would be using that application. The CEO 
described this approach as follows:  
“So when we were looking at Ganttic for resource scheduling, my COO said, 
look, I need some kind of online tool so you can see what we’re doing and 
everyone else can see what we’re doing. And I said why don’t you go out and 
have a look at a few. And he said I’ve gone out and I’ve looked at these and the 
one I liked best is this and it’s this much and I went yes, go for it. It’s your 
decision; you’re COO. You’re the guy that’s going to be using it.”  
Such statements also reflect the informal culture prevailing in Optimise as a 
small firm. This study also noted that: a) Optimise had not done any customisation of 
the Sales Cloud application in spite of using it for five years, b) the firm used the 
standard features offered by Salesforce for its tasks, and c) as an IT firm, Optimise 
had not used an intermediary during initial implementation nor in ongoing use. Table 
4-17 provides a summary of the SaaS applications used by Optimise, the changes 
that occurred with SaaS use and the benefits and issues faced by this firm. The data 
correlation for the sourcing activities is presented in Appendix Table C.4.1. 
The implementation of SaaS applications was done with basic configurations to 
get them ready for use in Optimise. There was no evidence of any significant 
customisations of Sales Cloud or any of the other eight applications. The Marketing 
Manager explained how she was brought in to look at the expanding marketing 
capabilities to support the next level of growth. With her digital marketing 
background she was currently evaluating the contact data accumulated in Sales 
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Cloud over the past five years and identified specific areas to improve the use of 
Sales Cloud information and associated benefits. 
Table 4-17: Optimise’s sourcing of SaaS 
Sourcing Activity SaaS Sourcing by Optimise 
Service requirements  Operational cost savings was the primary purpose 
 Marketing Manager had started the social integration requirements 
with Sales Cloud 
Vendor selection  Informal processes  
 Individuals from the functional responsible areas were given the 
option to choose SaaS applications 
Contract agreements  Annual contracts with Sales Cloud 
 CEO highlighted the simplicity of decision making with SaaS due to 
the option for month to month contracts 
Implementation  
 Most of the SaaS applications are installed with basic configurations  
 Not much evidence for customisation of Sales Cloud 
 Marketing Manager had started the data analysis for process changes 
required for increasing the use and benefits with Sales Cloud 
Measurements 
 No formal measures were identified to evaluate the quality of services 
provided by the large number of SaaS applications in use 
 
Table 4-18 provides a list of the nine SaaS applications, the different tasks 
performed by using SaaS and the user profiles of SaaS users in Optimise. This study 
observed that since Optimise itself provided optimisation solutions as a SaaS 
application to its customers, the firm had adopted a set of niche SaaS applications for 
its core (infrastructure management with New Relic, JIRA for issues tracking, Sales 
Cloud for CRM) and non-core tasks (timesheet entry with Quick Timesheets, SaaSu 
for accounting, Ganttic for project management, Expensify for expenses tracking). 
Based on a review of tasks and user profiles, this study observes that Optimise’s use 
of SaaS included all employee profiles (senior management, customer servicing 
teams, programmers and software development teams). Hence, this research 
concluded that, as a small technology firm, Optimise used SaaS for many tasks in its 
core and support processes (sales, marketing, HR, finance, head office operations). 
The data correlations of the firm’s SaaS application use with the interview data are 
provided in Appendix Table C.5.4. 
Table 4-18: Optimise’s SaaS use data 
No. Salesforce  
Offerings 
Tasks using SaaS  SaaS Users 
1. 
Sales Cloud 
 
Contacts management Management team  
Customer account history 
Sales Managers, Marketing 
Manager 
New lead management Sales Manager 
New customer opportunities Executive team and Sales Managers 
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No. Salesforce  
Offerings 
Tasks using SaaS  SaaS Users 
  Pipeline management 
(planned to be done) 
Marketing Manager and Sales 
2 SaaSu Accounting Executive management team 
3 Confluence Team collaboration All developers and analysts 
4 
JIRA Issues tracking 
Development team and their 
manager 
5 Quick Timesheets Timesheet entry All employees 
6 Ganttic Project management CFO 
7 New Relic Infrastructure monitoring Operations team 
8 Expensify Expenses tracking Management and sales team 
9 Tripit Trip planning Management and sales team 
 
The benefits discussed were mostly related to the transactional type (cost 
savings and operational efficiencies). No strategic benefits were indicated by this 
firm and only a few informational benefits were indicated (maintaining contacts and 
limited account histories). The CEO realised the under-utilisation of the Salesforce 
capabilities and had recently hired a part-time Marketing Manager with a digital 
marketing background to leverage the benefits offered by the Sales Cloud 
application. The CEO’s rating of the theoretical benefits based on his experience of 
using Salesforce is presented in Appendix 8.2.5. Next the IS capabilities and 
complementarities identified in Optimise are discussed.  
 Table 4-19: Optimise’s benefits from SaaS use 
Benefit Type Benefits Associated with Optimise’s SaaS Use 
Informational Maintaining accounts history 
Transactional 
Operating efficiencies with SaaS tools for server performance, timesheet 
entry type of tasks 
Employee mobility with access to information from home, office and all 
internet accessible areas 
Cost savings from hardware capital expenses 
Strategic  None 
Transformational 
Creating new revenue model with SaaS-based optimisation solutions 
delivery to SMEs. 
4.5.3 Optimise’s IS capabilities 
Table 4-20 provides the list of individual IS capabilities identified in Optimise’s 
activities along with case-specific information related to: a) if the IS capabilities 
were associated with the individual or firm level, b) who was responsible for the 
capability (IS function or user function), and c) was it internal to the SME or 
provided by a SaaS intermediary. The data correlations related to the existence of IS 
capabilities in Optimise are given in Appendix Table C.5.5. 
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Table 4-20: IS capabilities in Optimise 
IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
IS/IT Leadership HIGH Internal Firm User 
Business Systems Thinking HIGH Internal Firm User 
Relationship Building       NE NE NE NE 
Architecture Planning LOW Internal Individual User 
Making Technology Work LOW Internal Firm User 
Informed Buying HIGH Internal Firm User 
Contract Facilitation HIGH Internal Firm User 
Contract Monitoring NE NE  NE NE 
Vendor Development LOW Internal Individual User 
Benefits Management HIGH Internal Firm User 
Change Management LOW Internal Individual User 
Project Management NE NE  NE NE 
Information Management HIGH Internal Firm User 
SaaS Embeddedness  HIGH Internal Firm User 
LOW: Demonstrated in only one activity and by only one user 
HIGH: Demonstrated by more than one activity or by more than one user 
NE: No direct evidence for this capability 
Blank: Data not available or not applicable 
 
As a small IT firm, this firm demonstrated a lot of activities to enhance its own 
IT spending by using nine SaaS applications. The lack of customisation activities and 
minimum configuration of the Salesforce features resulted in low technology work 
and architecture planning capabilities within the context of the firm’s SaaS use. The 
CEO’s hiring of a Marketing Manager with a digital marketing background and the 
Marketing Manager’s efforts to enhance the use of Salesforce beyond contact 
maintenance activities provided support for the high existence of IS leadership and 
business systems thinking capabilities in Optimise. There was high evidence of the 
information management capability based on timeliness and accuracy of information 
delivery for issues tracking and executive decision making. However, the leveraging 
of information from the Salesforce Sales Cloud application was only limited. The 
data correlation of the Optimise activities is given in Appendix Table C.5.1.  
This research identified that Optimise delivers its optimisation knowledge as a 
SaaS solution to its customers. Although this company was initially giving client 
server technology-based optimisation solutions, most of its present customer value 
propositions were delivered as a SaaS service and the firm had begun to deliver only 
SaaS-based optimisation solutions. This research identifies this transformation from 
Optimise as service consumer firm to a service producer with new value positions 
based on SaaS as the delivery infrastructure as a new IS capability. This study refers 
to that capability as the business services creation and defines it as the ability to 
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design, develop or deliver new business services based upon SaaS as the underlying 
mechanism and transform from being a SaaS using customer into a SaaS service 
provider. 
4.5.4 Optimise’s Complementarities 
As a firm founded by a set of mathematician experts to provide cost-effective 
optimisation solutions, this firm has the core value of “freedom to innovate”. This 
core value resulted in learning and experimentation with the use of new innovative 
SaaS tools such as New Relic for its server management and Quick Timesheets for 
timesheet entry. The individuals’ past experiences were another complementarity 
that was working in conjunction with the use of SaaS, as illustrated in the following 
interview extracts: 
“Myself and the founders of the company have all had international sales and 
marketing experience and we understand how difficult that can be, you know, just 
because of scope and scale, let alone cultural issues and geographic issues.” – CEO  
 
“She’s a digital marketing person. That’s her background and so she knows 
Salesforce actually so she started at Cornell, did her MBA through AGSM here and 
then has worked with a lot of – you know, with American Express – with the City 
Council for a long time, actually, the Brisbane City Council and has a digital 
marketing background.” – CEO’s comments on the new Marketing Manager  
 
The growth goal of tripling the revenue for the next five years along with 
expansion to SME markets was discussed by both the CEO and Marketing Manager. 
In addition, as the CEO had moved from a large organisation, he adopted a process-
based view of activities as reflected in the following comment: “It's not just about 
the culture of the organisation. We need to be making sure that we're fostering the 
right processes to engage so that we're consistent across all of our clients.” Based 
on these discussions, experimentation and learning, individual expertise, growth 
objectives and initiating the process orientation were identified as the main 
complementarities in Optimise. The list of complementarities is given in Table 4-21. 
Table 4-21: Optimise’s complementarities 
Complementarity Data Examples Level 
Individual 
expertise 
 CEO past experience with large organisations with a 
lot of processes 
 Marketing Managers’ digital marketing experience 
with large firms 
 Founders’ research expertise in mathematics-based 
optimisation solutions 
Individual 
Strategic 
orientation 
 Management intention to triple the revenue over the 
next 3 years 
Firm 
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Complementarity Data Examples Level 
  Increased marketing efforts and focus with the new 
Marketing Manager 
 
Learning by doing  Use 9 different SaaS applications for core (sales and 
marketing, server monitoring, developers 
collaboration) and non-core processes (accounting, 
expense tracking, trip planning) 
Individual 
Process orientation 
(in initial stages) 
“We need to be making sure that we're fostering the right 
processes to engage so that we're consistent across all of 
our clients.” – Marketing Manager  
Firm 
Distributed 
workforce 
 Sales team distributed between Brisbane and 
Melbourne  
Firm 
Organisational 
adaptation 
 Recent hiring of Marketing Manager with digital 
marketing expertise to enhanced use of Sales Cloud 
 Marketing Manager initiating the data cleaning up 
activities to ensure information quality of historical 
data stored in Sales Cloud 
Firm 
4.5.5 Optimise Case Summary 
The findings related to the three research questions are summarised as follows: 
 The sourcing process in this firm reflects the informal and individual preference-
based SaaS selection and limited customisation activities. 
 The informed buying and contract facilitation sourcing capabilities were 
identified as high, based on the number of SaaS applications sourced and used by 
this firm. 
 The service delivery capabilities, namely, architecture planning and making 
technology work, were found to be low due to the limited customisation and 
configuration activities in this firm. 
 The IS leadership, benefits management, information management and business 
systems thinking capabilities from using nine different SaaS offerings have 
enabled this firm to leverage operational efficiencies with employee mobility and 
cost savings. 
 Optimise provided its own SaaS applications to its customers and this research 
identifies this ability to plan and create new products and services using the SaaS 
model as the IT infrastructure for delivering the new services to customers as the 
SaaS embeddedness capability. 
 The past experiences of the CEO (working in a large process-oriented firm) and 
Marketing Manager (digital marketing background in large firms) along with 
specific business objectives for the next five years were identified as the 
complementarities in this firm. 
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In summary, Optimise was using nine distinct SaaS applications for tasks in 
both core and non-core processes of the firm including Sales Cloud for five years. As 
a technology services firm, this firm demonstrated its ability to: a) trial lesser known 
applications such as New Relic, Quick Timesheets, and b) act as a SaaS service 
provider by delivering its optimisation algorithms as SaaS applications to target the 
SME customers. Most of the evidence indicates that although this firm was using 
highest number of SaaS applications (nine) among the six cases, the firm had realised 
basic (operational and limited informational) benefits as a user of SaaS. The hiring of 
the new Marketing Manager by the CEO and the actions taken by the Marketing 
Manager provided evidence that Optimise was planning to extend the benefits from 
using these nine SaaS applications. 
4.6 CONTENT MANAGEMENT SOFTWARE 
4.6.1 Description of CM-Software 
CM-Software is a small IT services firm whose eight employees are distributed 
across Australia, the US and the UK. The firm provides Microsoft-based content 
management software to Fortune 100 customers around the world. The firm 
anticipated to grow between 30% and 40% over the next three years. At the time of 
this study, the firm had been using Salesforce SaaS for eight years. The Managing 
Director claimed that Salesforce provided them with the required image to do 
business with their Fortune 100 customers. The firm used both Sales Cloud and 
Service Cloud from Salesforce. It also used five other SaaS applications. The firm 
had also developed its own contract object and module to overcome the restrictions 
of the contracts function offered by Salesforce. The firm was planning to join the 
Salesforce partners’ community forum to share and exchange the custom objects 
developed by the participants of the community forum. 
4.6.2 CM-Software’s Sourcing and Leveraging of SaaS 
As a small IT firm, CM-Software used SaaS for most of its enterprise application 
needs. The Managing Director indicated that brand image with Salesforce use and 
best practice-based sales processes were the reasons for starting with Salesforce eight 
years ago. The multi-currency feature of the Xero application was a key factor for 
choosing Xero for the firm’s accounting functional needs. The Managing 
Directorexplained how Salesforce users can save significantly by using a 
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combination of SaaS and development platform subscription contracts. Such a 
combination had allowed this firm to develop custom objects and modules and align 
Sales Cloud with the firm’s processes. Other than annual cost considerations, there 
was no evidence of quality or service-level agreement measures in this case. Table 4-
22 summarises the SaaS sourcing activities by CM-Software.  
Table 4-22: CM-Software’s sourcing of SaaS 
Sourcing Activity SaaS Sourcing by CM-Software 
Service requirements  To maintain a large firm image with its Fortune 100 customer base 
 Lack of formal recorded requirements for sourcing Sales Cloud 
Vendor selection  Salesforce was selected based on its track record 
 Accounting application Xero was selected based on the features 
comparison such as multi-currency conversions  
Contract agreements  Use of a combination of SaaS application and platform 
subscription for development of custom objects 
 Multi-year contracts with Salesforce and using Sales Cloud for 8 
years 
Implementation  
 Extensive customisation of Salesforce features to best fit this firms 
needs 
 Use of platform services to have enhanced version of Salesforce 
features itself (e.g. Contracts) 
 Historical information retrieval process with data stored in Sales 
Cloud 
 Capturing leads based on informal conversations with customers 
and schedule subsequent follow ups to convert them into 
opportunity. 
 Providing customers with the visibility of support activities and 
contracts with use of Sales Cloud 
 Tracking of support activities in terms of time commitments and 
new contracts establishment for providing ongoing support 
Measurements 
 No evidence for formal quality measures indicating high reliability 
and quality of the main SaaS application Sales Cloud  
 
The key aspect of the Sales Cloud implementation in CM-Software was the 
extent of customisations done by this firm. As a team of IT skilled consultants, this 
firm had completed extensive configurations and customisations over the past eight 
years of use. With eight years of using Sales Cloud for customer interactions with a 
handful for Fortune 100 customers, this firm had completed a set of business process 
changes (Table 4-22 shows the changes in the “implementation” row) to leverage the 
features of Sales Cloud for mutual value with their customers. The technology 
changes (configuration, customisation and data integration with other SaaS 
applications) in CM-Software were ongoing along with necessary business process 
changes to use new features and enhancements offered by Sales Cloud. The data 
correlation associated with initial implementation and ongoing changes with 
Salesforce SaaS is given in Appendix Table C.5.3.  
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As a small technology services firm, CM-Software was using eight different 
SaaS applications for many tasks within the core and support processes as shown in 
Table 4-23. The firm’s workforce was globally distributed and used Salesforce and 
other SaaS applications to collaborate and deliver services to its Fortune 100 
customers. As the leader of a firm with technology skills, the Managing Director 
explained how he valued Salesforce since it provided his firm with a choice of using 
Salesforce-offered features or developing his own customised extension of the same 
feature (e.g. contract management and support invoicing functions). 
Table 4-23: Analysis of CM-Software’s SaaS use 
No. Salesforce 
Offerings 
Tasks using SaaS  SaaS Users 
1. 
Sales Cloud 
Case management All employees 
Contracts generation All employees 
Customer services All employees 
Support invoicing MD and Partner 
Leads capturing All employees 
License keys delivery All employees 
Opportunity management All employees 
2 Xero Accounting MD & Partner 
3 JIRA Project management  MD & Customer Support Manager 
4 Vzaar Video streaming All Employees 
5 
CongoMerge 
Sales Cloud add-on for 
document creation 
All employees 
 
Although the firm had completed a set of functional customised extensions 
(contracts creation and invoicing), the Managing Director admitted that the firm can 
improve to increase the informational benefits from Salesforce data. The following 
statement describes how this firm had extended the CRM features of Salesforce to 
core operations (licensing, support operations) through extended customisations and 
thereby realised significant benefits: 
“I mean, you know, if you're running on SAP you must be of a certain calibre, right. 
Salesforce is kind of the new SAP. That's kind of how I see it….when we say we run 
our support desks on Salesforce, so all our customer support is through there, you 
know, it's 360 view of the client, right from billing, payment, contracts, everything 
going on. We get the holistic view. Our customers like that.” – Managing Director 
on the image of his firm with Fortune 100 customers 
The benefits associated with SaaS use in CM-Software are shown in Table 4-
24. The data correlations and the Managing Director’s experience-based rating of the 
SaaS anticipated benefits are given in Appendix Table C.5.3. 
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Table 4-24: CM-Software’s benefits from SaaS use 
Benefit Type Benefits Identified in CM-Software from SaaS Use 
Transactional  Global collaboration efficiencies through opportunity entry and tracking 
 Operational cost savings with elimination of purchasing the upgrades 
 Support process effectiveness with 7*24 communications 
Informational  Historical information retention with Sales Cloud data 
Strategic  Providing a holistic view of customer interactions for geographically 
separate management teams 
 Improving the image with Fortune 100 customers with use of best 
practices from the Salesforce Sales Cloud for customer relations  
Transformational  Creation of new value propositions with Salesforce applications’ support 
services for Fortune 100 customers 
 Plan for custom objects exchange marketplace for mutual benefits with 
other SaaS service providers 
4.6.3 CM-Software’s IS Capabilities 
Table 4-25 provides the list of individual IS capabilities identified in CM-Software’s 
activities along with case-specific information related to: a) whether the IS 
capabilities were associated with the individual level or the firm level, b) who was 
responsible for the capability (IS function or user function), and c) whether it was 
internal to the SME or provided by an external SaaS intermediary. The data 
correlations related to the existence of IS capabilities in CM-Software are given in 
Appendix Table C.5.5. 
Table 4-25: IS capabilities in CM-Software 
IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
IS/IT Leadership HIGH Internal Individual User 
Business Systems Thinking HIGH Internal Firm User 
Relationship Building NE NE NE NE 
Architecture Planning LOW Internal Individual User 
Making Technology Work HIGH Both Firm User 
Informed Buying HIGH Internal Individual User 
Contract Facilitation LOW Internal Individual User 
Contract Monitoring HIGH Internal Individual User  
Vendor Development NE NE  N/E NE 
Benefits Management HIGH Internal Firm User 
Change Management NE NE  NE  NE 
Project Management LOW Internal Firm User 
Information Management HIGH Internal Firm User 
SaaS Embeddedness  HIGH Both Firm User 
LOW: Demonstrated in only one activity and by only one user 
HIGH: Demonstrated by more than one activity or by more than one user 
NE: No direct evidence for this capability 
Blank: Data not available or not applicable 
 
CM-Software’s extensive use of SaaS as part of its core and support processes 
resulted in the demonstration of the IS capabilities listed in Table 4-25. The data 
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correlation of the activities underlying the firm’s IS capabilities is given in Appendix 
C.5.5. This firm used JIRA for project management capabilities to manage the scope 
of the support activities with customers and to co-ordinate the support through the 
firm’s globally distributed employees. The highly evidenced IS capabilities were the 
IS leadership, benefits management, business systems thinking, making technology 
work and information management capabilities based on the number of underlying 
activities demonstrated by functional users. As this firm is an IT services firm, there 
was no in-house IT function and all the consultants had expertise in CM-Software.  
The firm used five SaaS applications and also outsourced the Salesforce 
customisation development activities through contractual employees. These activities 
provided support for high evidence of informed buying and contract monitoring 
capabilities. However, the contract facilitation was low and there was no evidence of 
any vendor development activities; this reflected the transactional approach adopted 
by this SME for sourcing SaaS applications. The relationship building capability was 
not applicable as there was no dedicated IT function within the firm. There was also 
no evidence of the managing change capability as the firm was still small and SaaS 
was adopted easily by the small set of IT skilled employees. 
This research also identified that CM-Software had developed new SaaS 
specific value propositions to their customers for providing support and integration 
services of Salesforce SaaS applications. The Managing Director also explained how 
he is planning to be part of a community in which firms will share their custom 
developed components on the Salesforce platform with each other and thus gain 
mutual benefits between network participants. This research associates the firm’s 
ability to develop and share customised Salesforce components and thus create new 
business value with the new business services creation capability.  
4.6.4 CM-Software’s Complementarities 
The technical expertise of the Managing Director, Customer Service Manager and all 
the employees of the firm was an important complementarity in this case since it 
enabled the firm to decide between using the standard features offered by the SaaS 
application or customise them to align with its needs. This also allowed the firm to 
externally source the development activities as and when required. In addition, the 
entrepreneurial experimentation (e.g. Salesforce-like support community for 
exchanges of custom objects) and ongoing learning (such as the use of Chatter and 
  
Chapter 4: Within-Case Analysis – SMEs 135 
Vzaar for video flashing) with new technologies enhanced the leveraging of SaaS in 
this firm. The future business objectives with the projected growth of 35% to 40% 
for the next year and expanding the content integration services to include SaaS-
based integration services helped this firm to leverage the SaaS application. The full 
list of identified complementarities in CM-Software is given in Table 4-26. 
Table 4-26: CM-Software’s complementarities 
 
The following illustrations provide specific examples of two of the firm’s 
complementarities: 
“We're not sales people. We're technical people…. we've got the skills in-house but 
we just built the Xero integration ourselves.” – Managing Director on technical skills 
of employees (INDIVIDUAL EXPERTISE) 
 
Complementarity Data Examples Level 
Individual 
expertise 
 MD highlighted that they are technical people, not sales 
people: “We're not sales people. We're technical 
people.”  
 Development skills of all employees of the firm: “We've 
got the skills in-house but we just built the Xero 
integration ourselves.” 
Individual 
Process orientation  Setting up of triggers based on process events 
identification in Salesforce 
 Mapping of the sales process and customising contracts 
objects to align with the firm’s processes 
Firm 
Learning about or 
by doing 
 Planning the GetHarvest integration for timesheets 
 Planning to be part of Salesforce-type contractors 
communities to share and exchange custom objects 
created with Salesforce platform 
Individual 
Strategic 
orientation 
 Grow to 35% to 40% over the next year 
 “Becoming more efficient and sales get more business” 
were mentioned as the future goals by the MD 
Firm 
Organisational 
adaptation 
 Willingness to change and ability to make changes 
easily are identified as needed to leverage paradigm 
shift with SaaS 
 “I think one of the hardest things is that people are just 
used to what they're used to. And they're resistant to 
change. I don't think that's related again to SaaS. It's 
just change.” – MD  
Firm 
Distributed 
workforce 
 Globally distributed eight consultants 
 Supporting customer based in Australia, UK and US 
Firm 
Prior outsourcing 
experience 
 Use of India-based service providers for marketing data 
entry tasks 
 Externally source major development requirements with 
the existing Microsoft-based services 
Firm 
Boundary spanners  Both MD and Customer Service Manager demonstrated 
the functional responsibilities (sales, marketing, 
administration, customer service) and technical 
responsibilities (configuration, customisation and 
integration) 
Individual 
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“It is a different paradigm. I think one of the hardest things is that people are 
just used to what they're used to. And they're resistant to change. I don't think 
that's related again to SaaS. It's just change.” – Managing Director’s 
recognition of change with SaaS and its impacts (OPERATIONAL 
ADAPTATION)  
4.6.5 CM-Software Summary 
The following findings are drawn from the analysis related to the areas examined in 
the three research questions, namely, SaaS sourcing and leveraging, IS capabilities 
and complementarities in CM-Software: 
 CM-Software customised and extended the Salesforce SaaS CRM application for 
its sales and support activities for its products and services to Fortune 100 
customers. 
 CM-Software had realised strategic (growth, customer services), informational 
(availability and accessibility of leads information, support services tracking, 
reach and range through business intelligence) and operational (operational cost 
savings and global workforce collaborations) benefits from the use of nine SaaS 
services including the use of Salesforce for eight years. 
 Most of the demonstrated IS capabilities were highly evidenced since this firm 
used a 50% contract workforce and had extensively customised Salesforce for 
eight years. 
o Low evidence was shown of the architecture planning, project 
management and contract facilitation capabilities due to the SaaS use, 
informal culture and transactional focus of sourcing SaaS. 
 The IS capabilities in the firm were demonstrated by user function (since there 
was no IT function in the firm) and were also internal to the firm.  
o The one exception was the making technology work capability which was 
sourced externally by this firm by using a contract workforce for 50% of 
its development needs. 
 CM-Software’s complementarities, namely, a) technical expertise of the 
individual employees, b) operational adaptations with Salesforce customised 
extensions, c) significant strategic growth targets (35% to 40% growth target and 
plans for new Salesforce-based service offerings), and d) ongoing 
experimentation and learning (admin training, plan for Salesforce-like support 
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communities for sharing custom objects) were also contributing towards SaaS 
use and benefits in this firm.    
In summary, CM-Software had been using five distinct SaaS applications for 
tasks in both core and non-core processes of the firm including Sales Cloud for eight 
years. After sustaining use and benefits with SaaS, the firm had also created new 
SaaS-based value propositions for its existing customer needs which reflected the 
firm’s transformation from SaaS consumer to SaaS service provider after a sustained 
use of SaaS. Hence, this firm also showed the activities underlying the new services 
creation capability similar to Optimise. The individual expertise complementarity 
had contributed towards a firm-wide demonstration of many IS capabilities in this 
firm. Also, the proactive benefits management capability by the senior management 
had enabled the firm to sustain its strategic growth goals. Thus, this firm 
demonstrated a mutually reinforcing relationship between IS capabilities and 
complementarities.   
4.7 RETAIL POS SOLUTIONS 
4.7.1 Description of Retail POS 
Retail POS is a small IT solutions firm with a mission to innovate outstanding 
software that will enable its customers to add value in all their business dealings. 
This firm distributes POS hardware and delivers a set of POS software solutions. The 
solutions are used by 700 customers across 15 countries that process $2 billion worth 
of transactions with these POS systems. This firm employs 15 people who work in 
six cities in Australia. At the time of this study, the firm had had a growth rate of just 
below 20% for the past three years and expected similar growth over the next three 
years. The sales and marketing team had customised the use of the Salesforce SaaS 
applications and used Salesforce across the firm’s sales, marketing, operation 
management and customer support processes. Retail POS had a two-member IT team 
which had very limited responsibility (for Basecamp selection only) for SaaS-related 
activities. Two interviews were held with the Chief Operating Officer (COO) and a 
third interview was held with the firm’s Support Manager who also developed code 
to customise Sales Cloud. The analysis of the sourcing and leveraging activities by 
Retail POS is presented next. 
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4.7.2 Retail POS’s Sourcing and Leveraging of SaaS 
Retail POS had been using seven distinct SaaS applications in the previous three 
years. These sections describe how Retail POS had sourced and leveraged these 
seven SaaS applications. The end-to-end data integration within a single data sources 
was a key requirement for sourcing Sales Cloud. The SaaS vendor contracts were 
short-term oriented and renewed frequently. Three members of the sales and 
marketing team were extensively involved with most of configuration and 
customisation of Sales Cloud application. The comments from the COO indicated 
that the cost increases for new features use was one of the concerns during the 
ongoing use of SaaS. A brief description of the sourcing activities is given in Table 
4-27 and the data associated with the sourcing activities by Retail POS are presented 
in Appendix Table C.6.1. 
Table 4-27: Retail POS’s sourcing analysis 
Sourcing Activity SaaS Sourcing by Retail-POS 
Service requirements  Business need for consolidated view of customer information 
formed opportunity to support service transactions 
 Explicit requirements were created for work completed with SaaS 
consultants from Salesforce 
Vendor selection  The functional teams (sales, marketing and support) were involved 
in selecting Sales Cloud 
 The CTO who runs the in-house IT was involved only for the 
selection of project management application Basecamp 
 The vendor selections were ongoing for specific needs such as 
customer survey application  
Contract agreements  Contracts are set up for short term (less than a year) for the Sales 
Cloud application 
 Frequent renewal of contracts for all SaaS application 
subscriptions 
Implementation  
 Extensive configurations of Sales Cloud with flow of user 
interfaces, reports and business rules  
 Extensive technical customisation to integrate the workflow 
 Data integration to store all of external entity data in Salesforce 
(customers, POS vendors, implementation contractors and 
resellers) 
 Ongoing changes within the business processes: Support metrics 
reporting procedures, support price increase, information tracking 
for product line growth, automated customer response for web 
queries, improvement of operating margins with business 
efficiencies 
Measurements 
 The cost increases for new features was identified as a concern 
 However, COO gave a high rating for customer responsiveness by 
Salesforce  
 
There were both technology and business changes during the implementation 
of SaaS at Retail POS. Retail POS had completed extensive configurations (user 
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interface screens, workflow controls, reports, dashboards) and customisation (data 
objects related to customers, vendors, installation consultants, resellers, data 
integration across the workflow functions, namely, marketing, sales, operations and 
support) of the Sales Cloud application. Sales Cloud was used as the central data 
repository to cover all the customer interactions from opportunity to servicing the 
customer servicing interactions. The data integration-related customisations and new 
report creations were resulting in ongoing changes with the use of Sales Cloud and 
sourcing of new SaaS applications. The data correlations related to the initial and 
ongoing changes are given in Appendix Table C.6.3. 
The leveraging of SaaS by Retail POS was analysed through the evidence of 
the firm’s business processes using SaaS and benefits associated with the use of SaaS 
applications. The SaaS-using processes and users are listed in Table 4.28. SaaS 
applications were used in the sales and marketing processes (tracking of sales 
conversions, opportunity creation and progress tracking, web-based leads generation) 
and in customer support operations (customer payments tracking, purchase order 
generation, project management of installations, tracking of support process 
efficiencies, managing the support margins). Retail POS also used Zero for 
accounting, Basecamp for IT project management, Congo Merge for customised 
print formats and Skype and Google Docs for inter-office communications. 
Table 4-28: Retail POS’s SaaS use analysis 
No. Salesforce  
Offerings 
Tasks using SaaS SaaS Users 
1. Sales Cloud Management tracking of sales process Management team 
Customer payments tracking Customer support team 
Customer purchase order process Accounting team 
Customer support process efficiency 
tracking 
COO 
Customer implementation projects 
management 
COO, Projects group 
Supplier communications tracking 
process 
COO 
Web-based leads generation process Sales team 
Opportunity creation and tracking 
processes 
Sales team 
2 Zero Accounting process Accounting team 
3 Basecamp IT project management CTO 
4 Google Hang Outs Inter-office communications All users 
5 Skype Inter-office meetings process All users 
6 Google Docs Help documents sharing with 
customers 
Customer support 
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7 Congo Merge Invoices, purchase order 
customisations 
Sales team, 
Implementation team 
 
Three members from the sales and marketing team had customised the Sales 
Cloud to meet the changing needs of this firm. The complex customisations during 
the ongoing use of SaaS were done by accessing the external consultants from 
Salesforce. The introduction of customised dashboards for support measures (their 
own service-level agreement tracking, support person efficiencies, monthly measures 
of open/close/in progress tickets) was one of the major changes that occurred with 
Salesforce. Subsequently, this firm changed its support pricing model after 10 years. 
The COO explained this change as follows:  
“We’ve never given an increase in 10 years, we’re going to increase the 
support. So this whole little exercise here, all is with the SPR [support process 
register] support price increase – all that was just developed probably within a 
month or something, they went and put you know the fields stuff, the new 
support price, what the monthly increase is, the amount that they’re 
underpaying, if they’re exempt from increase. You know the reason for the 
exemption.” 
 This extensive SaaS customisation was done by the Support Manager and 
increased the firm’s overall revenue from support operations. In addition, through 
many such customised extensions, this firm had developed a holistic view of its 
customer information by capturing all activities (converting a lead to a customer, 
POS installation at the customer site, payment tracking and customer support 
operations). Hence, to summarise the leveraging activities, this firm had changed its 
end-to-end processes to capture and use the information stored in the Sales Cloud 
application. Both the COO and Support Manager discussed transactional, 
informational and strategic benefits associated with use of SaaS. The benefits 
identified by them are shown in Table 4-29. The COO was also asked to rate the 
SaaS benefits based on her experience with SaaS for four years. The ratings are 
shown in Appendix C.3.3. 
Table 4-29: Retail POS’s benefits with SaaS use 
Benefit Type Benefits identified in Retail POS with SaaS use 
Transactional  Increasing support margins 
 Contract workflow efficiencies 
 Management control of operational activities 
Informational  Timeliness of information availability of support operation 
 Tracking of customer service effectiveness 
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Benefit Type Benefits identified in Retail POS with SaaS use 
Strategic  7*24 customer responsiveness with email responses to web queries with 
Salesforce integration 
 Growth of product lines using Salesforce tracking 
Transformational  None 
 
4.7.3 Retail POS’s IS Capabilities 
The data mapping of how IS capabilities were demonstrated through the different 
activities in this firm is shown in Appendix Table C.6.4. Table 4-30 presents the 
evidence of individual IS capabilities identified in this firm. 
Table 4-30: IS capabilities of Retail POS 
IS Capability Existence Internal or 
External? 
Individual or 
Firm? 
IS or User? 
IS/IT Leadership High Internal Firm User 
Business Systems Thinking High Internal Firm User 
Relationship Building High Internal Firm User 
Architecture Planning Low Internal Firm User 
Making Technology Work NE NE NE NE 
Informed Buying NE NE NE NE 
Contract Facilitation HIGH Internal Firm Both 
Contract Monitoring LOW Both Firm Both 
Vendor Development NE NE NE NE 
Benefits Management LOW Internal Firm User 
Change Management LOW Internal Firm User 
Project Management NE NE NE NE 
Information Management NE NE NE NE 
LOW: Demonstrated in only one activity and by only one user 
HIGH: Demonstrated by more than one activity or by more than one user 
NE: No direct evidence for this capability 
Blank: Data not available or not applicable 
 
Retail POS demonstrated IS/IT leadership, benefit management, information 
management and business systems thinking capabilities in more than three activities 
which indicated the high evidence of these capabilities. The evidence for informed 
buying was identified in specific SaaS sourcing activities (creating the customisation 
specifications for Salesforce and the Support Manager’s evaluation of the SaaS add-
ons for customer surveys). This firm demonstrated project management capabilities 
through its leveraging activities (support pricing changes with dashboards and 
COO’s management of margins with new metrics). The COO gave 10 out of 10 for 
the total cost of ownership and reliability benefits of SaaS. That supports the limited 
evidence for quality and service-level measures associated with SaaS use in this firm. 
 Many of the IS capabilities were demonstrated at the firm level (i.e. 
operating routines of COO, Marketing Manager and Support Manager) in this firm. 
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The technology skilled business managers (Marketing, Sales and Operation 
Managers) demonstrated leadership, business systems thinking and making 
technology work capabilities as part of the development and implementation of 
customised extensions to the Salesforce SaaS. The role of the IT function was limited 
to the selection and use of the Basecamp SaaS application for project management in 
this firm.  
4.7.4 Retail POS Complementarities 
The analysis to address Research Question 3 identified the benefits realised by this 
firm and the associated IS capabilities demonstrated by this case. The margin 
increase of customer support operations, process control of POS installations and the 
skills and attitudes of the marketing and sales team users were the specific 
complementarity assets of Retail POS. 
Table 4-31: Retail POS’s complementarities 
Complementarity Data Examples Level 
Individual 
expertise 
 The extensive project management experiences of COO 
 The programming expertise of marketing and customer 
support managers 
Individual 
Process orientation  Decision to use SaaS for sales, customer operations, 
support and supply side information of POS hardware 
Firm 
Learning about/ by 
doing 
 Trialling of multiple add-on products for customer 
surveying 
 Marketing manager’s extended hours learning using 
Salesforce online forums and tools 
Individual 
Strategic 
orientation 
 Growth by acquisitions in the past 
 Expansion to Perth and Adelaide markets 
Firm 
Boundary spanners  Marketing and Support Managers’ ability to address 
functional responsibilities and technical responsibilities 
(SaaS customisation and configuration) as part of their 
routines 
Individual 
Distributed 
workforce 
 Sales operations in cities across Australia due to new 
acquisitions 
Firm 
Organisational 
adaptation 
 Ability to change long term support pricing process 
based on Sales Cloud information 
 Individual users’ ability to make the necessary changes 
to their routines with Sales Cloud customisations 
Firm 
 
The following extracts from the interviews illustrate the complementarities 
identified in this firm: 
“Kristy used to do a lot, like even afterhours. If she had to do something that she 
wasn’t quite sure, they’ve got really good training videos and things and that, study at 
night time.” – COO on Marketing Manager’s self-learning behaviour (LEARNING 
BY DOING) 
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“So we start selling hardware and then we think okay well we need to record 
information about the terminals. We need to record information about the printers. 
Then with handhelds we need to start recording information about the handhelds…. 
Because we’re running three-tier with the enterprise clients, that’s a new thing this 
year….So we’ve got to record site level server information so the amount of 
information we need, we need to create new fields and data entry points and things.” 
– COO on business changes and associated technology changes (OPERATIONAL 
ADAPTATION) 
“Two people have a lot of expertise in how to create templates, so we use Conga 
templates. So probably find that two of them have got the experience in creating pages 
and creating you know creating whatever documents we want.” – COO on technical 
expertise of business managers (INDIVIDUAL EXPERTISE) 
4.7.5 Retail POS Case Summary 
The following findings are drawn from the analysis related to the areas investigated 
in the three research questions, namely, the SaaS sourcing and leveraging, IS 
capabilities and complementarities in CM-Software: 
 This SME performed all activities of the sourcing process only for selected SaaS 
applications and add-ons (Sales Cloud).  
 Retail POS used SaaS within its end-to-end processes (sales, support, operations 
and supplier interactions) to provide a holistic view of its customers and the cost 
efficiencies of support operations. 
 IS leadership, benefits management, information management were the IS 
capabilities that can lead to operational efficiencies and customer service 
improvements in this firm.    
 Architecture planning, business systems thinking and making technology work 
capabilities can also lead to operational efficiencies and customer service 
enhancing benefits but can be sourced externally. 
 The IS capabilities were identified at the firm level and were demonstrated by 
sales and marketing functional users; the role of the IT function was limited in 
this firm in terms of the capabilities required for leveraging SaaS. 
 A set of complementarities (learning by doing, ability to change, technology 
expertise of business managers) was identified that contribute to high use of SaaS 
and associated benefits in this case. Improving customer service processes 
through a holistic view of the customer transaction through information 
integration in Sales Cloud (strategic orientation) and individual productivity 
improvements through SaaS-enabled mobility (operational adaptations) are 
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specific examples that explain how complementarities contributed to the use and 
benefits from SaaS for this firm. 
In summary, Retail POS had been using seven distinct SaaS applications for 
both core and non-core process tasks for three years. This firm had completed 
extensive customisation and configurations to refine and extend the Sales Cloud as 
the central data repository for keeping track of information related to all customer 
interactions. The learning about SaaS applications and the learning by using the 
applications were demonstrated by the sales and marketing users in this firm.  
4.8 CHAPTER CONCLUSION 
This chapter presented the findings from the within-case analyses of the six SME 
cases. For each SME, the analysis findings included the following: 
 Based on sourcing analysis of individual SMEs, this study explicated that 
during the initial implementation of SaaS, all SME had to complete a set of 
business changes (processes and tasks of business users) and technology changes 
(configuration, customisation, data migrations etc.) (as shown in the 
“implementation” row in Tables 4-2, 4-7, 4-12, 4-17, 4-22, 4-27) to get the 
vendor SaaS applications ready for the SMEs’ users. 
 Based on the SMEs’ leveraging SaaS analysis, this study reported the use of all 
applications within the SME, type of business tasks performed using SaaS and, 
SaaS user profiles (in Tables 4-3, 4-8, 4-13, 4-18, 4-23 and 4-28) and resulting 
benefits using four categories, namely, transactional, informational, strategic and 
transformational (in Tables 4-4, 4-9, 4-14, 4-19, 4-24 and 4-29). 
 The IS capabilities analysis explicated the existence of specific IS capabilities 
along with its strength, individual-level or firm-level association of IS capability, 
internal or external sourcing of IS capability and function responsibility of each 
IS capability identified within the SME (business function or IT) (in Tables 4-5, 
4-10, 4-15, 4-20, 4-25 and 4-30). 
 The complementarities analysis provided the findings on specific 
complementarities associated with SaaS use in each SME, the level at which it 
was associated with (individual or firm) and its relationship with IS capabilities 
in each SME case (in Tables 4-6, 4-11, 4-16, 4-21, 4-26 and 4-31). 
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 The overall summary for each SME case provided a description of: a) the specific 
highlights of the case related to this study (SaaS use and benefits, IS capabilities 
and complementarities), and b) a summary of the findings related to the three 
research questions. 
Table 4-32 provides the key information from the findings related to the three 
research questions. 
Table 4-32: SME within-case analysis key findings 
 
RQ1: Sourcing and Leveraging in 
Each Case 
RQ2: SME Case-
Specific IS 
Capabilities 
RQ3: SME-
Specific 
Complementarity 
SME 
CASE 
SaaS 
Apps 
Sourcing 
Responsi
bility 
Time for 
Impleme
ntation 
Benefit 
with 
SaaS 
 IS Capabilities 
Complemen-
tarities 
Rentals 9 User 6 months 
TRA, 
INF, 
STR, 
TFM 
IS leadership, 
Business systems 
thinking, 
Relationship 
building, 
Architecture 
planning, 
Making technology 
work, Informed 
buying, Contract 
facilitation, Vendor 
development, 
Benefits 
management, 
Information 
management 
Individual 
expertise, Process 
orientation, 
Experimentation/ 
learning, Strategic 
orientation, 
Organisational 
adaptation, 
Knowledge creation  
Manu-
facturer 
2 User 9 months 
TRA, 
INF, 
STR, 
TFM 
IS leadership, 
Business systems 
thinking, 
Making technology 
work, Informed 
buying, Contract 
facilitation, Vendor 
development, 
Benefits 
management, 
Change 
management, 
Information 
management 
Individual 
expertise, Process 
orientation, 
Experimentation/ 
learning, Strategic 
orientation, 
Organisational 
adaptation, 
Knowledge creation 
Telecom 2 User/IT 
12 
months 
TRA, 
INF 
 
 
IS leadership, 
Business systems 
thinking, 
Making technology 
work, Informed 
buying, Contract 
facilitation, 
Benefits 
management, 
Information mgmt. 
Individual 
expertise, 
Customer-specific 
partnerships, Prior 
outsourcing 
experience 
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RQ1: Sourcing and Leveraging in Each 
Case 
RQ2: SME Case-
Specific IS 
Capabilities 
RQ3: SME-Specific 
Complementarity 
SME 
CASE 
SaaS 
Apps 
Sourcing 
Responsi
bility 
Time for 
Impleme
ntation 
Benefit 
with 
SaaS 
 IS Capabilities 
Complemen-tarities 
Optimise 9  User N/A 
TRA, 
INF, 
TFM 
IS leadership, 
Business systems 
thinking, 
Relationship 
building, 
Architecture 
planning, 
Making technology 
work, Informed 
buying, Contract 
facilitation, 
Benefits 
management, 
Information 
management, 
Business systems 
thinking 
Individual 
expertise, Strategic 
orientation, Process 
orientation 
CM-
Software 
5 User 
Data not 
available  
TRA, 
INF, 
STR, 
TFM 
IS leadership, 
Business systems 
thinking, 
Relationship 
building, 
Architecture 
planning, 
Making technology 
work, Informed 
buying, Contract 
facilitation, 
Benefits 
management, 
Information 
management, 
Project 
management, 
Business systems 
thinking 
Individual 
expertise, Process 
orientation, 
Experimentation/ 
learning, 
Operational 
adaptation  
Retail 
POS 
7  User/ 6 months 
TRA, 
INF, 
STR, 
 
IS leadership, 
Business systems 
thinking, 
Relationship 
building, 
Architecture 
planning, 
Making technology 
work, Informed 
buying, Contract 
facilitation, 
Benefits mgmt., 
Project mgmt., 
Change mgmt., 
Information mgmt. 
Individual 
expertise, Process 
orientation, 
Experimentation/ 
learning,  Strategic 
orientation 
Role of IT function: LO – Low, HI – High and N/A – Not applicable 
Benefits: TRA– Transactional, INF–Informational, STR–Strategic, TFM–Transformational 
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The next chapter presents the findings from the within-case analysis of three 
SaaS intermediaries and identifies the IS capabilities that can be externally sourced 
from the intermediaries for SME customers when SMEs are sourcing and leveraging 
SaaS. 
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Chapter 5: Within-Case Analysis – 
Intermediaries 
5.1 INTRODUCTION 
The within-case analysis of individual SaaS intermediaries provides a holistic 
understanding of how SMEs are sourcing and leveraging SaaS as well as an 
understanding of the IS capabilities needed by SMEs to leverage SaaS. In particular, 
the intermediary findings enhance the understanding of how SMEs are sourcing and 
leveraging SaaS with the support of SaaS intermediaries. These findings also help to 
identify the specific IS capabilities that can be externally sourced by SMEs. Thus, 
this analysis also provides another source of data to validate the SME case analysis 
findings related to externally-sourced IS capabilities (Research Question 2.2).  
Two of the intermediary cases (Alpha and Beta) had provided SaaS services to 
two SME cases in this study (Rentals and Manufacturer). However, the investigation 
of these two intermediaries was focused on the firm-level engagement with all SME 
customers and not limited to these two SME cases only. The findings from the three 
intermediary cases provide an explanation for how the IS capabilities needed by 
SMEs can be externally sourced from the SaaS intermediaries. The intermediary 
case-level findings are corroborated with the IS capabilities identified from the six 
SME cases to determine list of IS capabilities that can be externally sourced as part 
of the cross-case analysis of all nine cases (Chapter 6). The intermediary cases and 
associated sections for the within-case analysis in this chapter are given in Table 5-1. 
This chapter presents each of the intermediary case-level findings in the following 
structure: 
 A holistic description of the intermediary firm using the business model 
constructs (Osterwalder et al. 2010) 
 A discussion of the intermediary’s contributions to the SME sourcing of SaaS 
(based on Chapter 2, Section 2.6) 
 A discussion of the intermediary’s engagement with SMEs that were leveraging 
SaaS (based on Chapter 2, Section 2.7) 
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 A discussion of the IS capabilities offered by the SaaS intermediary to SME 
customers that were sourcing and leveraging SaaS  
 A summary of the intermediary case-level findings. 
 
Table 5-1: Chapter sections for three intermediaries 
Section Short Name Intermediary Case Description Size Type Appendix 
5.2 Alpha Global SaaS Intermediary Large SaaS D,1,1 
5.3 Beta Local Salesforce Intermediary Small  SaaS D.1.2 
5.4 Delta National Cloud Intermediary Medium Cloud D.1.3 
5.2 ALPHA – GLOBAL SAAS INTERMEDIARY 
5.2.1 Description of Alpha 
Alpha is a global services firm with 700+ people providing cloud strategy, 
integration and implementation services to both SMEs and Fortune 500 clients. At 
the time of the study, it was a six year old private equity-funded firm with a track 
record of 5000+ cloud-related service implementations, with Australian offices in 
Sydney, Melbourne and Brisbane. The firm was providing SaaS solutions to both 
large and SME customers. The firm’s resources included its expertise in service 
offerings from three popular SaaS vendors (Salesforce, Google and ServiceNow) and 
proven track record with SaaS customers in operating regions. This firm’s key 
differentiators were: a) it was funded by private equity firms, b) it provided local 
access to global knowledge, c) it had premium partnerships with three leading SaaS 
vendors, namely, Salesforce, Google and ServiceNow, and d) it had knowledge and 
expertise gained from 5000+ SaaS engagements. The data mapping related to 
Alpha’s business model canvass components is presented in Appendix Table D.1.1. 
The analysis of how Alpha engaged with its customers for sourcing and leveraging 
SaaS is described next. 
5.2.2 Alpha’s Capabilities for SME Sourcing of SaaS 
This section provides the findings on how Alpha supported SMEs in their business 
requirements for SaaS, and makes an evaluation of SaaS vendors for the 
implementation of SaaS. Alpha offered the evaluation and selection of SaaS products 
as part of its advisory role to SMEs and large customers. As Alpha had premium 
partnerships with leading SaaS providers (Salesforce, Google and ServiceNow), after 
the initial SaaS requirement-gathering activity, Alpha provided the optimal solution 
that combined a set of SaaS applications along with a multi-phase implementation 
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plan. Alpha sought to understand its SME customers’ business requirements in 
business terms during the requirement specification for sourcing SaaS. Alpha 
translated the business requirements into appropriate SaaS specifications through the 
integrated skills of its business architects and functional and SaaS technical experts. 
The firm’s Vice-President explained how the combination of the firm’s resources and 
skills supported its customers through a specific architectural advisory role: 
“We have people who are business architects, so understanding how 
the business actually works, its strategy, vision and how we make that 
happen. We have consultants who are purely functional, so these are 
people who are able to take that vision and strategy and translate that 
in to the constraints of a particular product set, be it ServiceNow, 
Google or Salesforce.” 
The same was explained by the firm’s Business Analyst with reference to her 
experience with a particular customer site: 
“So they use Quickbooks now. I’m actually suggesting that they move 
into Zero and then have an app that will be in between Salesforce and 
Zero and then be able to, you know, push back and forth so that the 
sales guys know about that invoicing information. And then also, 
obviously, marketing, and then after marketing is social media. So we 
do see that three to five year plan, it’s probably going to happen 
within the next year or two.” 
The multi-phase implementation plan was explained by the Business Systems 
Analyst by reference to one of her recent engagements:  
“We always talk about what the next couple of phases are with people. 
A good example is after the, there are two more phases after the one 
that I’ve just delivered. And the next phase is going to be integration 
with their finance department.”  
It was observed that Alpha proposed and executed multi-phase engagements 
for its medium and large customers rather than for small firms. Alpha’s technical 
experts completed the configuration and customisation of SaaS applications during 
the initial implementation of SaaS. The configuration of SaaS involved the revision 
of screen layouts, workflows and business rules of the application without additional 
code development. The firm’s Consultant described the configuration as a form of 
code development and called it “code by click”. The Consultant explained why 
customisations were necessary for most of the SMEs and also illustrated that point 
with a few examples, such as the following: 
“Any company that has over 20 people will have to customise Salesforce. So 
it’s from the most basic levels of record types to customise fields to 
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workflows, all of these are literally clicked by code... You have a UI or a 
user interface that would then, you would organise rules or automation or 
layout, page layout, or special custom fields, any dependent pick lists… so 
what is showing up dependent on the initial pick list, all of that, you’re 
doing it by clicking.” 
This process also demonstrated the ease of configuration of a complex 
enterprise application while setting up SaaS within the user’s environment. The 
Vice-President also reiterated the same view in terms of how the firm’s experts 
enabled customisation of SaaS activities. He explained how intermediaries bridged 
the gap between vendor-offered general SaaS applications and the customer-specific 
requirements for using SaaS:  
“What we provide as the intermediary is the ability to provide a 
solution for a customer. So the product essentially is a vendor trying 
to produce something that’s a one size fits all. Or customisable via 
some expert services and we are those expert services.”  
The process of customisation was further expanded upon by the Consultant 
who performed these activities for Alpha customers. In summary, Alpha supported 
its customers with business requirements, vendor evaluation and selection, and SaaS 
implementation activities for sourcing SaaS. 
5.2.3 Alpha’s Capabilities for SME Leveraging of SaaS 
Alpha’s multi-phase engagement with its medium size customers provided one 
illustration of how Alpha provided ongoing support for its customers’ leveraging of 
SaaS applications. This section provides a summary of all the services provided by 
Alpha to its SME customers.  
Alpha offered a set of data-related services with the use of SaaS applications to 
its customers. Data integration between the SaaS and other applications was one of 
the value propositions offered by Alpha. The Vice-President explained how the firm 
was able to: a) integrate data between SaaS and other applications, b) offer 
encryption logic to enhance the security of data, and c) provide master data 
management services for the consolidation of data for medium and large enterprises. 
Through these explanations, the Vice-President described how SMEs’ data-related 
requirements differed from large enterprises. In terms of SME-specific value with 
SaaS data-related services, the Vice-President summarised it as one of the key 
benefits of SaaS use as a result of the consolidation of data in enterprise applications 
like the Salesforce Sales Cloud. The Vice-President explained the significance of the 
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data quality associated with such consolidation of information with enterprise 
applications as follows: “It’s not the sexy stuff, it’s not social, it’s not, you know, it’s 
not automated workflow. It’s simply data reuse. And it’s the, you know, the old 
equation of the cost of poor quality”. 
This discussion indicated how the centralisation of data in Salesforce SaaS 
applications could minimise the duplication of data entry efforts for SMEs and 
increase their efficiencies. More importantly it raised SMEs’ awareness about the 
issues related to maintaining the data quality. Considering SMEs’ limited awareness 
of such data-related considerations, the SaaS intermediaries can increase the 
awareness of such benefits and issues for SMEs.  
Among the SME cases, Rentals was identified as an advanced user of SaaS. It 
had established long-term contracts with Alpha for providing ongoing business 
systems thinking and making technology work capabilities. Alpha’s consultants 
developed and maintained customised extensions for the Sales Cloud application to 
address the business requirements for Rentals. Rentals’ long-term contract for 
Alpha’s services provided explicit evidence of how Alpha supported SMEs in the 
ongoing use of SaaS for sustaining benefits. 
5.2.4 Alpha’s IS Capabilities for SME Sourcing and Leveraging of SaaS 
Based on the analysis of how Alpha was enabling SMEs to source and leverage 
SaaS, the IS capabilities offered by Alpha were identified. The identified IS 
capabilities, and the activities underlying them, are shown in Table 5-2. 
Table 5-2: IS capabilities offered by Alpha and the underlying activities 
IS Capability for 
SMEs 
Providing Roles  Underlying Activities  
Architecture 
planning 
SaaS advisors, 
Technical architects 
 Identification of best SaaS application solution 
(Google or Salesforce or ServiceNow) for SME 
customer requirements 
Business systems 
thinking 
Functional experts, 
SaaS application 
experts 
 Get an understanding of customer’s business needs 
and identify the technology requirements 
 Develop the customisation requirements based on 
SaaS application features and customer-specific 
requirements 
Making 
technology work 
Technical experts  Configure SaaS applications to make them ready 
for use 
 Develop customised extensions to modify and 
extend the vendor-provided SaaS application 
features 
 Design and develop reports and dashboards 
Information 
management 
Business consultants, 
Technical architects, 
 Enable SME’s understanding of data quality and 
facilitate data quality with data entry 
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Based on the activities performed by Alpha to address SMEs’ needs for SaaS, 
this study concludes that Alpha offered architecture planning, business systems 
thinking, making technology work and information management capabilities to SME 
customers. 
5.2.5 Summary of Alpha Case 
This section provides a summary of the information specific to Alpha as a SaaS 
intermediary and the findings of the analysis regarding Research Questions 1 and 2. 
Alpha is a large SaaS intermediary with a premium partnership with Salesforce, 
Google and ServiceNow vendors. Alpha’s expertise included functional specialism, 
technical architecture and platform-specific development skills. The key findings on 
Alpha’s services to SMEs are as follows:  
 Alpha’s engagement with SMEs was: a) during the sourcing (requirements, 
evaluations and implementation) only, or b) ongoing with changes (with a 
technical advisory role and customisation and configuration activities) 
 Alpha’s functional and technical experts performed the activities underlying the 
architecture planning, business systems thinking and making technology work 
capabilities for SME customers. 
 Alpha offered data migration, integration and security solutions to its customers 
and thus provided them with information management capabilities.   
5.3 BETA – LOCAL SALESFORCE INTERMEDIARY 
5.3.1 Description of Beta 
The second case, Beta, is based in Brisbane and provides niche services as part of the 
Salesforce ecosystem. Beta provides consulting, integration and support services for 
its SME customers. At the time of this study, the firm had been in business for 3.5 
years and serviced 100+ emerging SME customers, that is, organisations moving 
from micro to small size. Beta’s key resources were: a) authenticated Salesforce 
expertise within its matured workforce, and b) local accessibility for its SME 
customers. The owner summarised the firm’s resources and capabilities as follows: 
“Our unique selling point is our experience, our qualifications; we are certified. We 
Security experts  Address customers’ security considerations 
through encryption techniques  
 Provide data integration services to integrate data 
between SaaS and other IT applications 
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definitely promote ourselves as being local to Brisbane”. The firm employed three 
certified Salesforce consultants with access to global development resources. The 
firm operated project-based short duration contracts to meet customer-specific 
requirements. Beta’s potential customers originated through referrals and contacted 
Beta with specific requests such as establishing a contact database. This intermediary 
had established partnerships with complementary capabilities from the Salesforce 
ecosystem service providers (e.g. Nimbus, RadianScore). These partnerships enabled 
Beta to have access to a range of Salesforce-related knowledge and solutions that 
were relevant to the individual customer’s specific situations.  
The owner was also the facilitator of the Brisbane Salesforce user group 
meetings where he and his team shared knowledge about best practices in using 
Salesforce service offerings. These knowledge-sharing sessions covered a range of 
topics including discussions of Salesforce upgrade specific idiosyncrasies, question 
and answer sessions and demonstrations of complementary services that are part of 
the Salesforce ecosystem. These forums and knowledge-sharing sessions identified 
prospective customers for this intermediary.  
5.3.2 Beta’s Capabilities for SME Sourcing of SaaS 
In the case of Beta, the prospective customers originated from referrals in the firm’s 
partner network as well as from the owner’s facilitation of the local user group 
meetings. The potential customers started with specific queries related to the CRM 
process as this intermediary specialised only in Salesforce CRM-related services. 
The owner of Beta explained how he conducted his investigations with a prospect 
that started by making an inquiry for setting up a contact database to track customers: 
“An email comes in to an email inbox or an Outlook inbox. Well, it’s 
relying on somebody responding to it. How many did we get? We 
don’t know. How many were about, were genuine complaints as 
opposed to just an enquiry? Don’t know because there’s no analytics 
on that.”  
The owner subsequently elaborated on how the real issue was related to the 
segregation of customer inquiries versus complaints in terms of the emails coming in. 
He expanded on his proposed solution for this prospective customer during the site 
visit: 
“But then, whilst there, I was talking about customer services. so well, 
how do you deal with issues and complaints and email enquiries, and 
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things like that, and that’s why we think that customer services in the 
Service Cloud kicks in nicely.”  
In this example, the owner proposed the Salesforce Service Cloud application 
as a solution to address an underlying problem related to managing customer 
relationships that went beyond keeping track of contacts and customers. Similar 
narrations were used to explain how this intermediary identified the business 
requirements for the SaaS use by SME customers. With such an upfront analysis for 
prospects and customers, Beta increased the SMEs’ awareness of the possible SaaS 
solution options. Based on many such examples by this case, the intermediary Beta 
demonstrated the business systems thinking capability to address the SaaS-related 
requirements for its SME customers. 
Beta offered evaluation and selection services to support the customer’s 
decision-making only with respect to the Salesforce app-exchange services selection. 
Although Beta offered services to support the evaluation and selection of SaaS add-
on applications within the Salesforce vendor platform, this firm did not provide 
support to its SME customers for choosing an alternative CRM product. This was 
due to the fact that Beta specialised only in Salesforce knowledge and related 
services. This intermediary’s partnerships included Salesforce platform-based service 
applications, namely, Force4care, RadianScore, TargetRecruit, Propertybase and 
Cirrus Insight. All these firms provided industry- and task-specific service 
applications that enhance the use of Sales Cloud for SMEs. These solutions targeted 
either specific business processes (sales team performance management, recruitment 
process) or industry verticals (i.e. health care, real estate). Through these 
partnerships, the intermediary Beta provided specific engagements for data migration 
and data integration between the SaaS applications and other applications within the 
SME environment. Hence, this study posits that Beta’s services automated the data 
availability and quality across SaaS applications and thus supported the information 
management capability for SMEs.  
5.3.3 Beta’s Capabilities for SME Leveraging of SaaS 
Beta provided Salesforce SaaS development services for the customisation, extension 
and integration of Salesforce SaaS applications (Sales Cloud, Service Cloud and 
Marketing Cloud) and Salesforce platform-based SaaS add-on solutions) for its 
micro and SME customers. The implementation activities were SaaS product 
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implementation, integration with other SaaS and non-SaaS applications within the 
SME customer, customised software extensions for the vendor’s basic service 
offerings, initial data migration of the SME’s data to the vendor infrastructure, and 
customer-specific knowledge sharing about major SaaS releases through local user 
group facilitations. The core focus on all these activities exemplifies Beta’s 
demonstration of the making technology work capability for its customers by 
providing pragmatic short-term solutions to make SaaS ready for use. It is noted that 
Beta also offered specific problem resolutions to individual queries of the customers 
(as explained by one of the SME cases in this study). In another example from the 
SME cases in this study, Manufacturer had sought support from Beta to make the 
SaaS technology work for a specific business condition, namely, hierarchy changes 
related to the Indian sales operations; in that case, Beta provided a specific method to 
address a complex business hierarchy change within a Salesforce application. 
Therefore, in addition to the services during the initial configuration and 
customisation, Beta was also found to provide technology advisory services for 
complex SaaS application changes during the post-implementation use of SaaS. 
Hence, this study posits that Beta provided both the business systems thinking and 
making technology work capabilities to address the complex business changes for 
SMEs during post-implementation use. 
5.3.4 Beta’s IS Capabilities for SME Sourcing and Leveraging of SaaS 
Table 5-3 lists the IS capabilities offered by Beta to its 100+ SME customers through 
short-term engagements. The activities underlying those capabilities are also 
described. 
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Table 5-3: IS capabilities offered by Beta and their underlying activities 
5.3.5 Summary of Beta Case 
In summary, the intermediary Beta offered the following IS capabilities through its 
resources, activities and partnerships: 
 The business systems thinking capability was offered during the customisation of 
SaaS applications to align with the customer-specific process needs as part of the 
initial implementation. 
 The making technology work capability was offered by completing customer-
specific configurations (through “code by click” and data migrations) during the 
implementation activities to make SaaS ready for use by its customers.  
 Beta offered the making technology capability during the customer’s ongoing use 
of the SaaS application to address complex configuration and customisation 
requirements resulting from the changes in the SME’s business (e.g. hierarchy 
changes related to the Indian sales operations for the Global Manufacturer SME). 
 The provision of the information management capability was limited to initial 
data migration and custom report development activities for Beta’s micro and 
SME customers. Customised report development activities were also provided 
during the post-implementation use of SaaS by Beta’s customers.  
5.4 DELTA CLOUD SERVICES INTERMEDIARY 
5.4.1 Description of Delta 
The third SaaS intermediary, Delta, offered full cloud service offerings which 
essentially gave an integrated package of all three services for using the cloud, 
IS Capability for 
SMEs 
Providing Roles  Underlying Activities 
Business systems 
thinking 
Beta’s owner  Get an understanding of SME’s business needs and 
identify specific Salesforce solutions 
 Address specific customisation needs of SMEs with 
best fit app-exchange add-on service from Beta’s 
partners 
Making 
technology work 
Salesforce-certified 
consultants in Beta 
 Configure SaaS applications to make them ready for 
use  
 Develop customised extensions to modify and 
extend the vendor-provided SaaS application 
features 
 Design and develop reports and dashboards   
Information 
management 
Beta’s own and its 
partner’s 
consultants 
 Provide data integration services to integrate data 
between Sales Cloud and other add-on applications 
 Set up custom data object to handle complex 
business requirements 
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namely, SaaS, IaaS and PaaS. This full service offering was aimed at SMEs with no 
or very limited IT skills and knowledge. For SMEs with in-house IT functions, Delta 
offered advisory services regarding the SaaS selection and implementation activities. 
Delta’s SaaS-based value propositions were: (a) providing advisory services on SaaS 
product selection, (b) providing configuration and customisation of standard SaaS 
applications to align with the customer’s business requirements, and (c) providing 
best fit integrated solutions (SaaS and non-SaaS combinations) that match the 
customer’s process-specific implementation. In 2013, this intermediary had a total of 
79 customers, out of which 67 belonged to the SME category. The Managing 
Director classified the potential customers into two categories as follows:  
“There are really two camps, the ones that go direct to internet and 
download and play with it, trial with it and they end up with silos of 
SaaS. They will have silo finance SaaS, silo procurement SaaS and 
ERP, then they need this professional to come in to make them all talk 
together. The other ones ask us give us a proposal for everything.”  
The key resources of the firm were the SaaS programming and implementation 
skills, locally managed hardware infrastructure, existing customer relationships 
originating from infrastructure service offerings and the past experience of the 
Managing Director. The firm had established service partnerships with global 
vendors for hardware (Amazon Web Services), network (Cisco) and applications 
(Salesforce, Google and Microsoft). It was owned and managed by an 
entrepreneurial Managing Director with a track record of creating multiple IT 
services firms. The contractual relationships tended to be subscription-based and 
long-term (of two or three years’ duration). 
5.4.2 Delta’s Capabilities for SME Sourcing of SaaS 
In terms of customer engagement, Delta’s customer-focused consultants conducted 
one day or two day workshops with all key stakeholders in the customer firm in order 
to obtain a complete understanding of the customer’s current position in the 
marketplace, their Strategic orientation and their financial capabilities. The 
Managing Director stressed that the firm always started with the workshop: 
“Everything stems from the workshop. We always do the workshops with 
stakeholders before we implement anything”. The Managing Director elaborated on 
the importance and value of these workshops and the outcomes as follows:  
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“The biggest thing is, before we do any SaaS, we sit down with them 
and do a full strategic workshop. That is the biggest differentiator for 
us. That is usually 2 days but for small guys it is one day. Recently we 
did one with 81 user license and 2 full days spread over a couple of 
weeks. We did one full day and they all went back to their work and 
came back for the second day. We got to understand more about their 
business and everyone went away with the hope that these guys can 
help us so much”.  
In terms of the specific information gathered from the workshops, the 
Managing Director elaborated further:  
“We basically drill down the entire business with the questions are like 
how do you actually market your product? How do you sell your 
product? How do you deliver the product? Or if it is a service, we use 
product and service interchangeably. How do you make sure that there 
is no churn? What is your client loyalty program? We have a set 
template that covers we ask all these questions. There are four 
fundamental platforms for any business, it is all about identifying the 
strategy, you have the funding to execute on that, where the funding is 
going to come from, you have the people to implement and the most 
important thing is what your execution plan is? We cover all four 
pillars of a business. We are more like a business coach.” 
Such investigations served a dual purpose for the SME and Delta. Firstly, these 
investigations provided Delta with a complete understanding of the customer’s 
operational and strategic business requirements. Secondly, with subsequent analysis 
of the information received from these workshops, Delta offered a SaaS adoption 
roadmap that was aligned with the customer’s overall strategic business goals with 
the best fit combination of SaaS and non-SaaS applications. The intermediary 
provided a SaaS roadmap for its customers along with implementation options to 
choose from after a structured analysis of the information collected in the workshops. 
The SaaS roadmap set out the options for the SME customers in terms of the choice 
of SaaS products, customised components in the SaaS platform and/or off-the-shelf 
packages based on the customer’s specific needs. Based on these activities this study 
posits that Delta offered architectural planning capability for SMEs’ use of SaaS. 
Delta also helped its customers to make the best choice to address their 
business conditions. This was elaborated upon by the Managing Director as follows:  
“In terms of helping them decide, this is where we do the stakeholder 
workshop, because we have done this with couple of client’s full 
workshops and we have realised that hang on a sec, we have been 
thinking that you need a customised application using force.com but 
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you actually don’t. There is an app in Microsoft which you can plug in 
and use it.” 
 Such options indicate the way in which Delta differed from the other 
intermediaries, as it provided a combination of both SaaS and non-SaaS choices to fit 
the customer’s specific situation. With these activities also, Delta offered the 
architecture planning activity for its SME customers who did not have any 
technology skills or knowledge.  
5.4.3 Delta’s Capabilities for SME Leveraging of SaaS 
Delta provided a set of value propositions that were associated with the information 
management capability during both the initial implementation and ongoing use of 
SaaS applications in the customer firms. This section covers Delta’s data 
management activities. In addition to the normal back-up and recovery of data, Delta 
offered data cleansing and data sovereignty solutions to help its customers overcome 
the concerns arising from incorrect reporting issues and data located outside the 
operating country/region. The issues arising from the incorrect data were explained 
by the Managing Director as follows: “Data integrity. We sort of mandate that. What 
tends to happen is that people try to do it themselves, and ends up very messy. We 
say to them, you have to let us do that properly”. The data sovereignty needs of 
customers were highlighted as follows: “They [i.e. SMEs] also ask about the data 
sovereignty…we can build an intermediary so that all data stays in Australia”.  
Delta offered multi-year contractual terms for its SME customers. The 
contracts reflected a similarity to the base SaaS product pricing model, that is, the 
subscription model. The Managing Director explained the nature of Delta’s 
contractual terms with its customers as follows:  
“All our cloud service offerings give a 5 year contract and a lot of them 
say we want to go for the next 3 years. I see a lot of businesses 
especially small ones are very short term focused. Surprisingly the 
mobile service companies got it town packed, all of them sign a 2 year 
contract all the internet service companies 2 year contracts and SaaS 
contract are 12 month contract. Whereas the big guys look longer. One 
of my customer has 450 seats has a 5 year strategic plan with 7 year 
exit strategy. They know where exactly they need to be. They are 
playing the SaaS game for long term whereas SMEs are playing for 
short term”.  
Comparing Delta’s few large enterprise customers with the SME customers, 
the Managing Director indicated that the SMEs demonstrated a short-term view of 
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SaaS usage compared to the large enterprises. The activities performed in the long-
term contracts included configuration and customisation of SaaS, data management, 
advisory services for SaaS and non-SaaS applications. These services indicate that 
Delta offered business systems thinking, making technology work and information 
management capabilities after the initial implementation. 
5.4.4 Delta’s IS Capabilities for SME Sourcing and Leveraging of SaaS 
Based on the analysis of how Delta enabled SMEs to source and leverage SaaS, the 
list of IS capabilities offered by Delta is presented in Table 5-4. The activities 
underlying the IS capabilities offered by Delta are also described. 
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Table 5-4: IS capabilities offered by Delta and the underlying activities 
 
Based on the above roles and activities performed by Delta for its SME 
customers, this study concludes that Delta offered architecture planning, business 
systems thinking, making technology work and information management capabilities 
to its SME customers. 
5.4.5 Summary of Delta Case 
In summary, the intermediary Delta was found to provide the following IS 
capabilities for its SME and large customers: 
 The architecture planning capability was offered as part of Delta’s advisory role 
based on the information gathered through the initial workshop and through the 
best fit solution options. 
 The business systems thinking capability was offered through the customised 
extensions of SaaS applications to align with the customer-specific process and 
structural needs.  
 The making technology work capability was offered through the performance of 
specific configuration and data management tasks during the SaaS 
implementation in order to make the SMEs ready to use SaaS as part of their 
processes. 
IS Capability for 
SMEs 
Providing Roles  Underlying Activities 
Architecture 
planning 
Cloud service architects, 
Infrastructure specialists 
 Conduct one or two day workshops to understand the 
SME’s business needs 
 Provide SaaS roadmap with the options in terms of 
choice of using customised solutions 
Business systems 
thinking 
Customer service 
managers, SaaS 
functional experts 
 Ensure that SaaS and other relevant IT applications are 
planned for customer’s overall implementation process 
 Provide ongoing services to align best fit solutions to 
adopt cloud-based digital technologies 
Making 
technology work 
SaaS application 
consultants, SaaS 
programming experts 
 Trouble shooting of SaaS integration issues during 
implementation 
 Address ongoing development needs for customisation 
of SaaS applications. 
Information 
management 
Customer service 
managers, Custom report 
developers 
 Provide data sovereignty solution to address data 
security needs 
 Provide data integration services to address the data 
availability 
 Provide data cleansing solutions to increase the data 
quality  
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 The information management capability was offered to address the data 
sovereignty and quality needs of the SME data maintained within vendor-hosted 
SaaS applications. 
 The business systems thinking and making technology work capabilities were 
offered to provide support for the ongoing configuration and customisation 
services with multi-year contractual flexibility for medium and large customers. 
5.5 CHAPTER CONCLUSION 
This section describes how the core focus areas and service offerings differed across 
the three intermediaries. It also explicates the SME implications from the specific 
SaaS intermediary cases. Table 5-5 provides a summary. 
Table 5-5: Scope of intermediary services for SMEs 
Intermediary Focus Diversity of Services SME Implications 
Alpha Multiple SaaS  
(Google, 
Salesforce, 
ServiceNow) 
 Small, medium and large 
customers 
 Global locations 
 Functional expertise  
 Technological skills 
 SaaS vendor agnostic services 
 Local access to global 
SaaS intermediary 
 Strategic alignment 
 SaaS choices 
Beta  Salesforce 
services 
 Micro and small target 
customers 
 AppExchange partners 
(Force4care, RadianScore, 
Propertybase, Nimbus, 
TargetRecruit, Cirrus Insight) 
 100+ short-term engagements 
 Vendor-specific   
 Ease of access to 
certified experts 
 Knowledge sharing via 
user group facilitation 
 No ongoing 
commitments with 
intermediary 
Delta All cloud 
services 
 Breadth of service offerings 
 Cloud service partners 
(Amazon, Microsoft, Google, 
CISCO, CITRIX) 
 Vendor agnostic  
 One-stop shop for all 
cloud service needs 
 Cloud service options 
for hardware and 
software 
 
The focus and diversity of service offerings of the SaaS intermediaries 
explicated the strong dependency of their business models on SaaS and cloud service 
vendors. Although all three intermediaries offered and delivered SaaS-based 
technology services (configuration, integration, customisation and data migration) to 
SME customers, the extent of the service offerings varied significantly based on the 
intermediary’s size and resources. The intermediaries’ service offerings could be 
categorised into five sets.   
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The first set of consolidated service offerings provided by the SaaS 
intermediaries to their SME customers was related to the technology skills required 
for SaaS implementation and getting the applications ready for use. All three 
intermediaries provided such offerings. These service offerings included the human 
resources owned by the SaaS intermediary (in terms of the number, skills and 
knowledge) to give SMEs the knowledge to evaluate and select best fit solutions 
which were vendor agnostic (i.e. not tied to the products of a particular 
manufacturer). These offerings were provided by two intermediaries, namely, Alpha 
and Delta. The second set of consolidated service offerings provided by the SaaS 
intermediaries to their SME customers was related to the technical and business 
knowledge required by the SME customers for sustaining benefits with SaaS use. 
This was offered by Alpha and Delta in their advisory roles. The third set was the 
value-added offerings through business and innovation strategies with SaaS for 
SMEs. This was offered by Alpha. The final set of offerings related to the 
implementation support for SaaS. This offering was provided by all three 
intermediary firms.    
 The following findings summarise the within-case analyses of the SaaS 
intermediaries and how they enabled SMEs to source and leverage SaaS: 
 The service offerings of the SaaS intermediaries to their SME customers varied 
significantly depending on their internal resources, activities and value 
propositions. 
 The SaaS intermediaries engaged with SMEs and offered relevant services for the 
SaaS sourcing and leveraging processes. 
 The SaaS intermediaries also provided the architectural planning, business 
systems thinking, making technology work and information management 
capabilities for implementation and post-implementation use of SaaS.  
A more detailed discussion of the IS capabilities offered by intermediaries to 
SMEs for the use of SaaS is provided in the cross-case analysis in the next chapter 
(Section 6.3.3). 
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Chapter 6: Cross-Case Analysis 
6.1 INTRODUCTION 
This chapter presents the findings from the cross-case analysis of the six SME cases 
(Chapter 4) and the three intermediary cases (Chapter 5). The findings on the six 
SME cases are provided first, followed by the findings on the three intermediaries. 
The findings on the SMEs are first presented as the findings from the case-level 
analysis of the SMEs’ sourcing activities, followed by the findings related to the 
SMEs’ SaaS use and benefits (Research Question 1). Based on the use and benefits 
analysis, this chapter reports each SME’s level of success (high, medium or low) 
according to the benefits realised from SaaS use in these SMEs. 
The chapter then presents the cross-case analysis of IS capabilities (Research 
Question 2) across the six SMEs. First, the analysis evaluates the patterns of IS 
capabilities existing across the six cases. Second, the analysis identifies the level at 
which the capabilities were demonstrated (individual or firm), the actor with 
responsibility for the capability (user or IT team) and whether the capability was 
internal or externally sourced from an intermediary. Third, case-oriented analysis is 
conducted (comparing SMEs with high levels of success versus SMEs with medium 
or low levels of success in SaaS use) to arrive at the list of capabilities demonstrated 
by the different groups of SMEs. The findings identify any differences in the IS 
capabilities of the highly successful cases and the less successful cases.  
Next, the analysis of organisational complementarities (Research Question 3) is 
completed through a variable-oriented analysis. The findings report individual-level 
complementarities and firm-level complementarities based on an analysis of 
similarities and differences across the six SME cases. This is followed by a case-
oriented analysis of IS capabilities and complementarities across the six SMEs. The 
findings from this analysis provide the explanation for how SME complementarities 
contribute to IS capabilities during the initial implementation of SaaS and how IS 
capabilities and SME complementarities become mutually reinforcing over the 
sustained use of SaaS and benefits. The analysis in this chapter is closed by a 
summary of the findings and theoretical implications, which are discussed in more 
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detail in Chapter 7. Table 6-1 provides a summary of the key characteristics of the 
six SMEs’ source and use of SaaS. 
Table 6-1: SMEs’ SaaS source and use comparison 
SME CASE Size Category No. of 
SaaS 
Users 
Years 
of 
SaaS 
Use 
In-house 
IT 
function? 
Use of 
Intermediary 
Services for 
SaaS? 
Rentals Medium Non-IT 40+ 2.5 No Yes 
Manufacturer Medium Non-IT 30 3 Yes Yes 
Telecom Medium Non-IT 150+ 3 Yes Yes 
Optimise Small IT 5 5 No No 
CM-Software Small IT 8 8 No Yes 
Retail POS Small IT 10 3 Yes Yes 
6.2 SOURCING AND LEVERAGING SAAS 
6.2.1 SME Sourcing of SaaS Analysis 
The section presents a comparison of the similarities and differences in the six 
SMEs’ sourcing activities (Chapter 2, Table 2-8) of SaaS for their routines. An 
analysis of the changes (both business and technology) related to making the 
enterprise SaaS applications ready for use within the SMEs’ operational routines is 
then presented, followed by a summary of the key findings on the sourcing of SaaS 
by the SMEs. 
A number of observations are drawn from the review of the tasks performed by 
all six SMEs. The SaaS sourcing activities reflected a formal approach when the 
SMEs sourced enterprise SaaS applications (Salesforce Sales Cloud) in particular the 
medium size firms. However, informal approaches were adopted for sourcing small 
and niche SaaS applications (Xero, SaaSu, Jobscience, Basecamp). There were only 
limited references to traditional service measurements in the SMEs’ sourcing 
activities, such as the quality of the SaaS application and SLAs with the SaaS 
contract renewals. In all cases, the SMEs had agreed to standard SLAs established by 
the SaaS vendors for sourcing SaaS. The reliability and risk mitigation against 
software failure and the benefits of SaaS (discussed as part of the benefits analysis in 
Chapter 4, Section 4.2.2) were rated very highly by all SMEs. The high reliability 
and the benefits of SaaS appeared to be contributing factors for the limited focus on 
ongoing service measurement activities. The changes carried out by the six SMEs 
following the implementation of SaaS are discussed next. 
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6.2.2 Technology and Business Changes from SaaS Implementation 
This section presents the cross-case analysis findings associated with the technology 
and business process changes resulting from the use of SaaS in the six SMEs. The 
SMEs performed business and technology changes to get the SaaS applications ready 
for use within their firms. Table 6-2 presents a comparison of the type and context of 
changes performed by the six SMEs.  
Table 6-2: Technology and business changes for SaaS implementation 
Description of 
Changes 
Rentals    Manufacturer Telecom Optimise CM-
Software 
Retail POS 
Size, Type MED, NIT MED, NIT MED, NIT SM, IT SM, IT MED, NIT 
Technology YES YES YES YES YES YES 
Configuration  Ongoing Ongoing Ongoing Initial Ongoing Ongoing 
Customisation Ongoing Ongoing Ongoing None Ongoing Ongoing 
Migration Yes Yes Yes No No No 
Integration with 
other applications 
Yes No Yes No No No 
Business YES YES NO NO YES YES 
Process changes Yes Yes No No Yes Yes 
User training Yes Yes No No No No 
Individual roles Yes Yes No No No No 
 
The configurations were necessary to get the SaaS applications ready for use. 
The vendor-provided controls (screens, custom object creation tools, data mappings, 
business rules etc.) were used for the configuration. Five of the six SMEs (Rentals, 
Retail POS, Telecom and Manufacturer) had also customised the Salesforce SaaS 
applications in order to modify and extend the vendor-offered features to align with 
their own business process requirements. For example, CM-Software developed its 
own contract module to overcome the sharing restrictions of the vendor-provided 
contract module in Sales Cloud. All five SMEs accessed SaaS intermediaries for the 
initial configuration and customisations of SaaS. The customisation and 
configuration activities were ongoing after the initial implementation in all SMEs 
except for Optimise. Rentals and Manufacturer were the two medium size non-IT 
firms and had established support contracts with SaaS intermediaries to address the 
ongoing customisation of the Sales Cloud application. 
The decision to customise SaaS for business needs rather than change the 
internal process to use vendor-offered features is important. The Telecom Business 
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Systems Analyst (BSA) explained that the firm made the customisations for 
opportunities and leads processing in Sales Cloud. This customisation had an impact 
later when this firm wanted to use an out-of-box functionality of Marketo which was 
the only other SaaS application this firm used. The BSA explained this as follows: 
“Which had a large impact later on when we wanted to do some out of 
the box functionality…we’ve changed Salesforce so it doesn’t no longer 
work as expected...it was when we wanted to use additional 
functionality or some add-ons to Salesforce that it became a problem.” 
– Business Systems Analyst, Telecom 
Hence, Telecom had to customise the second SaaS application, Marketo, to 
work with the customisation of Sales Cloud. The customisation of SaaS can increase 
the cost of implementation in terms of additional development and the cost of 
maintaining the customised code. It can also reduce the overall benefits (total cost of 
ownership, automatic upgrades from the vendor) from SaaS use. Among the SMEs in 
this study, customisation-related issues were reported only by Telecom; all the other 
SMEs expressed that the customisations had helped them in achieving the effective 
use of SaaS. 
The technology changes made by the SMEs included: a) migration and re-
hosting of the SME data to the SaaS vendor’s infrastructure, b) configuration of SaaS 
applications to align them with the SME’s processes (all SMEs), c) customised code 
development to extend SaaS applications in order to address the SMEs’ different 
process requirements (e.g. the leads management processes in Rentals, escalation 
processes in Telecom, integrated account information in Manufacturer, support 
pricing changes in Retail POS), and d) ongoing customisation and configuration 
activities to meet business and technology changes. 
The business changes differed across the SMEs depending on the type of firm 
(IT or non-IT). The CRM team in Manufacturer had set up new internal policies and 
procedures about user roles and access controls before starting to use Salesforce. The 
CRM team also established upfront training and ongoing ad-hoc training procedures 
for users of the Sales Cloud. There were SaaS-related individual role changes in 
Rentals (e.g. the former sales manager taking the role of CDO) and Manufacturer 
(e.g. a former networking expert taking the role of Customer Relationship Manager). 
The SaaS users from the different groups within the SMEs had to change their day-
to-day tasks in order to use the Sales Cloud SaaS application (details are discussed as 
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part of the business changes in the within-case analysis for Rentals, Manufacturer, 
CM-Software and Retail POS). The capability implications of the technology and 
business changes experienced through SaaS use are elaborated in Section 6.3. 
The key information related to sourcing activities of the SMEs is summarised 
in Table 6-3 (with details of the activities presented in Appendix Table E.1.1). The 
table provides a comparative analysis of: a) the number of SaaS applications sourced 
by each SME, b) evidence of user training to prepare the user to use the SaaS 
application in their routines, c) the amount of time taken for Sales Cloud 
implementation, d) the role of the IT function in the SMEs’ sourcing of SaaS, and e) 
the role of intermediaries in SMEs’ sourcing of SaaS. 
 
Table 6-3: Key findings from cross-case analysis of SMEs’ SaaS sourcing 
Sourcing 
Variable 
Rentals    Manu-
facturer 
Telecom Optimise CM-
Software 
Retail POS 
Size, Type MED, NIT MED, NIT MED, NIT SM, IT SM, IT MED, NIT 
No. of SaaS apps 8 2 2 9 5 7 
Vendor selection   Formal Formal Formal Informal Informal Informal 
Contract type Long (2 
years) 
Long (1 
year) 
Long  (1 
year) 
Short (< 1 
year) 
Short (< 1 
year) 
Short (< 1 
year) 
Implementation 
duration (initial) 
Six months Nine months One year Not 
available 
Not 
available 
Six months 
Role of IT No IT  LOW HIGH No IT No IT LOW 
Use of 
intermediary? 
Yes Yes Yes No Yes Yes 
 
The service requirement-gathering activity conducted by the SMEs mainly 
provided insights into the business needs and reasons for sourcing SaaS, rather than 
the technology requirements of the SaaS. The vendor selection was done both 
formally and informally across these cases based on their size (informal in small IT 
firms and formal in medium non-IT firms). The contract agreements covered the 
establishment of subscription contracts with SaaS vendors with either no or minimal 
negotiations due to the low cost of monthly outlays and usage-based price structures. 
Four of the SMEs (Rentals, Manufacturer, Telecom and Retail POS) took between 
six months to one year to complete the SaaS implementation. Although the 
implementation of SaaS does not involve physical software installations like 
traditional IT packages, these six SMEs had to complete technology changes (as well 
as business changes in five firms) to make Sales Cloud and other SaaS applications 
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ready for use within functional routines. The Optimise and CM-Software 
representatives could not provide the exact duration of implementation as the initial 
implementation was completed five years previously in Optimise and eight years 
previously in CM-Software.  
To summarise the cross-case analysis of the SME SaaS sourcing: a) the 
customisation and configuration activities took a significant duration to complete (six 
to nine months) and incurred additional costs, b) SaaS intermediaries provided 
support for SMEs with SaaS configuration and customisation activities during the 
initial implementation (Rentals, Manufacturer, Telecom, Retail POS), c) the SMEs’ 
choice between technology and business changes during implementation had 
subsequent impacts on the benefits associated with SaaS use (Telecom case 
evidence), and d) the implementation tasks (configuration and customisation) 
continued during the post-implementation use of SaaS in order to address ongoing 
changes in business and technology. The next section discusses the use and benefits 
of SaaS in the SMEs. 
6.2.3 SaaS Use and Benefits in SMEs 
The cross-case analysis led to a number of key findings related to the six SMEs’ use 
of SaaS and the benefits associated with the use of SaaS in these firms. The aim of 
the analysis was to identify and differentiate SMEs that showed more advanced use 
(i.e. multiple applications for more tasks) and gained more benefits compared to the 
SMEs with less advanced use and fewer benefits. These findings are used in the SME 
case-level pattern analysis of the most successful and least successful SMEs. The 
SaaS use analysis was conducted by comparing: a) the number of years of using 
SaaS applications, b) the number of SaaS applications that the SME was using across 
the firm, c) the number of niche specialised applications in use, c) the number of 
specific tasks performed with SaaS use, d) the number of SaaS users as a percentage 
of total employees, and e) the classification of the SMEs in terms of the level of SaaS 
use (low, medium or high). Table 6-4 summarises the analysis. The detailed data 
mapping of which SME was using what SaaS feature is given in Appendix 7.4.7.  
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Table 6-4: SaaS use analysis 
SaaS Use  Rentals 
Manu-
facturer 
Telecom Optimise 
CM-
Software 
Retail POS 
Years of use 2.5 3 3 5 8 3 
Sales Cloud features in use 17 17 12 7 11 19 
SaaS users (As a % of total 
employees) 
 50% 8% 37% 25% 100% 67% 
Total no. of SaaS 
applications in use 
8 2 2 9 6 7 
No. of functional tasks with 
SaaS use 
14 9 7 13 11 14 
Level of SaaS use High Low Low High High High 
High: No. of SaaS applications in use  > 5 and no. of user tasks > 9 
Low:  No. of SaaS applications in use  < 6  and no. of user tasks < 10 
 
As shown in the table, the level of SaaS use was determined by the number of 
applications in use and the number of user tasks done through SaaS use. All three 
small IT firms used Sales Cloud for their sales and marketing activities. In addition, 
the small IT SMEs used SaaS business applications (SaaSu, Xero) for accounting 
activities. All these firms used Salesforce add-on applications from Conga for 
customised information delivery from Salesforce data. Although all three firms used 
SaaS as part of their end-to-end processes, their usage varied in terms of the amount 
of customisation done to the vendor-provided SaaS applications. In Retail POS, the 
functional managers (sales and marketing) and COO used their programming skills 
to extend the Sales Cloud application as part of the firm’s end-to-end processes. In 
contrast, Optimise subscribed to nine different SaaS applications for its end-to-end 
process needs. The CEO of Optimise explicitly pointed out that the newly hired 
Marketing Manager had digital marketing experience and would be enhancing the 
firm’s overall marketing strategies to enable the firm to extend the use of Salesforce-
offered features for growth.  
Among the medium-sized non-IT firms, Rentals’ use of SaaS was similar to the 
SaaS use of the small IT firms. Rentals had used eight distinct SaaS applications as 
part of its end-to-end processes in the past 2.5 years. This firm also used a set of 
niche SaaS add-ons (1Form, IRE, Geopointe) for specific business tasks (e.g. to 
provide 7*24 responses to customers and identify new growth regions). Hence, the 
SaaS use high in Rentals is categorised as high use since this firm: a) used SaaS in 
the end-to-end processes, b) used eight different SaaS applications, and c) made 
extensive customisations and configurations of Salesforce applications. The other 
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two medium-sized non-IT firms (Telecom and Manufacturer) used Salesforce Sales 
Cloud as the primary SaaS application but had performed extensive customisations. 
Both Manufacturer and Telecom had only low use of SaaS since: a) both firms used 
only one SaaS application, b) the SaaS applications were used for sales and 
marketing processes only, and c) there was no evidence for any plans to replace the 
traditional IT systems that were in use. In the case of Telecom, an additional set of 
issues were identified including: a) data quality, b) dissatisfied users, and c) very 
limited user training (treated as no training considering 150 users). These additional 
issues could have contributed to the low level of SaaS use in Telecom.    
The following findings summarise the use of SaaS in the six firms: 
 The three IT firms (Optimise, CM-Software and Retail POS) and one medium 
firm (Rentals) demonstrated high levels of SaaS use since all these firms were 
using more than five distinct SaaS applications for more than 10 tasks across 
business functions (sales, marketing, HR, finance, operations and customer 
service). 
 Manufacturer and Telecom demonstrated low levels of SaaS use since these two 
firms were using only one main SaaS application and only as part of the sales and 
marketing functional tasks. They also indicated the continued use of traditional 
IS resources for all other functional needs.  
The next section provides the findings related to the benefits associated with 
the use of SaaS in all six SMEs. 
Benefits from SaaS Use   
The benefits associated with the SMEs’ use of SaaS were identified inductively 
from: a) the examples of benefits given by SME managers when they were asked to 
rate the SaaS-related benefits identified in industry-based research, b) demonstrations 
by the SME participants during the interviews, and c) documentary evidence related 
to the benefits. The patterns of individual benefits identified across these SMEs are 
grouped into four categories, namely, transactional, informational, strategic and 
transformational benefits, based on the literature on IT-generated benefits (Gregor et 
al. 2006; Mirani and Lederer 1998). All six SMEs explained the transactional and 
informational benefits associated with their use of SaaS applications. The strategic 
benefits were identified within four firms, namely, Rentals, Retail POS, CM-
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Software and Manufacturer. The transformational benefits were identified in Rentals, 
CM-Software, Optimise and Manufacturer. The specific benefits demonstrated by 
each of the SME firms are presented in Table 6-5. Each of the benefit types is 
discussed next. 
Table 6-5: SME benefits through use of SaaS 
Type of 
Benefits 
Rentals   Manufacturer Telecom Retail POS CM-
Software 
Optimise 
Size, type MED, NIT MED, NIT SM, IT SM, IT SM, IT SM, IT 
Transactional 
Efficiencies 
(customer 
service, 
contracts), 
sales 
effectiveness 
Workflow 
optimisation, 
automation 
efficiencies, 
mobility and 
reliability for 
sales 
effectiveness 
Ease of use 
and low 
costs 
Support 
service 
optimisatio
n, workflow 
efficiencies, 
controls 
Global 
collabo-
ration 
efficiencies, 
cost savings 
Cost 
efficiencies 
Informational 
Management 
reviews, 
customer 
KPIs, sales 
KPIs 
Information 
sharing, global 
view for CEO, 
sales tracking 
and 
forecasting 
visibility 
Visibility of 
sales 
activities 
Availability 
and 
visibility of 
customer 
support 
operations, 
increased 
support 
margins 
Information 
retention, 
availability 
and 
accessibilit
y business 
intelligence 
Account 
histories 
Strategic 
 
Growth, 
competitive 
analysis, 
customer 
responsivene
ss 
Competitive 
analysis 
NONE Customer 
responsiven
ess, product 
line growth  
Branding, 
providing 
customer-
centric 
views, new 
customer 
services  
NONE 
Trans- 
formational 
 
Salesforce to 
support the 
business 
model 
changes 
Improving 
consistency of 
opportunity 
tracking and 
sales 
forecasting 
process across 
13 countries 
NONE NONE Creating 
delivery 
capabilities 
to provide 
Salesforce 
customisati
on and 
support 
services 
Creating 
new 
business 
revenue 
model with 
SaaS-based 
delivery of 
optimisatio
n logic for 
SMEs 
 
Transactional Benefits 
The cost efficiencies resulting from the elimination of hardware costs associated with  
SaaS applications were realised by five of the six SME cases (Rentals, Retail POS, 
Manufacturer, CM-Software and Optimise). The collaboration and communication-
oriented transactional efficiencies were realised by the SMEs with teams distributed 
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across geographically-dispersed operations (Manufacturer, Telecom, CM-Software). 
Optimise realised the benefits of system development and maintenance cost 
reduction by using nine different SaaS applications without any associated 
customised code development. The cost efficiency benefits from SaaS may be 
reduced or not fully realised by the SME if the firm used only one SaaS application 
and used traditional IT for the other needs. 
Informational Benefits 
The benefits of information accessibility (enabled by ease of report creations for 
business users and internet-based access) and flexibility (more concise and real-time 
data presented through customised dashboards) were realised by three SMEs 
(Rentals, Retail POS and Manufacturer). Based on the extent of customised 
reporting-related informational benefits realised in three SMEs (Rentals, Retail POS 
and Manufacturer), this research observes that reporting customisations can increase 
the realisation of informational benefits. To summarise, the customisation of 
reporting by individual SME users can enable the SME to leverage the informational 
benefits. The information quality and limited customisation of reporting can also 
minimise the information benefits realised by the SMEs as shown in the case of 
Telecom. 
Strategic Benefits 
Strategic benefits can include customer-specific benefits (improving customer 
service and customer relations), higher growth and competitive analysis. The benefit 
of competitive analysis using Salesforce-based data to track opportunity losses 
against specific competition was identified in two firms (Manufacturer and CM-
Software). The ability to provide 7*24 customer responsiveness through SaaS use 
was demonstrated by both Rentals and Retail POS, and evidenced the firms’ 
realisation of the customer responsiveness benefit. The evidence of the linking 
growth benefits to SMEs through the use of SaaS was limited. Rentals referred to a 
trial of Geopointe as an opportunity to study new growth regions. Although Optimise 
used the maximum number of SaaS applications among these six cases (nine 
applications), it had not realised any strategic benefits through the use of SaaS. The 
CEO of Optimise indicated that, as part of the firm’s strategic plan, a Digital 
Marketing Manager had been hired to increase the benefits realised through 
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Salesforce use. Telecom had also not realised any strategic benefits through SaaS 
use. This was due to problems in the quality of the data maintained by the unhappy 
sales operational users.  
Transformational Benefits  
Transformational benefits include improved skills for employees, the development of 
new business plans, expansion of business capabilities, improved business models 
and improved organisational processes (Gregor et al. 2006). The two small IT SMEs 
in this study (Optimise and CM-Software) had created new service offerings using 
the SaaS model. Optimise started delivering optimisation logic using SaaS for SME 
customers in 2009. Similarly, CM-Software had expanded its service offerings to 
include Salesforce-related service offerings. These expansions are categorised as 
transformational benefits since both represented the expansion of business 
capabilities. The CEO of Rentals stated that he saw Salesforce as a cost-effective tool 
to support the firm in its new business model plans. In Manufacturer, the duplicated 
and inconsistent Excel-based tracking of sales opportunities and forecasting 
processes was replaced by consolidated data in the Salesforce SaaS application. This 
resulted in the benefit of improved organisation-wide processes. Based on such 
evidence, it is concluded that SME users can realise transformational benefits with 
SaaS use. The next section provides the findings from the integrated analysis of how 
SMEs used SaaS and realised benefits. 
SaaS Use and SME Benefits 
This section presents a comparison of the six SMEs in terms of the extent of the SaaS 
use (number of SaaS applications used by a particular SME) and the amount of 
benefits realised by these firms through the SaaS use. Details of the benefits 
leveraged by the six SMEs are presented in the Appendix Table E.4.1. Figure 6-1 
illustrates the extent of SaaS use (x axis) and the number of benefits realised by the 
SMEs through SaaS use. 
Three SMEs used SaaS with a high level of success (Rentals, Retail POS and 
CM-Software), two SMEs used SaaS with a medium level of success (Manufacturer 
and Optimise) and one SME used SaaS with a low level of success (Telecom). 
Rentals, Retail POS and CM-Software were identified as the SMEs with a high level 
of successful SaaS use because these three firms used SaaS for end-to-end business 
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processes and realised strategic, informational and operational benefits through SaaS. 
Manufacturer and Optimise were identified as SMEs that leveraged SaaS with 
medium success because: a) Manufacturer used only one SaaS (Salesforce) 
application but realised some operational and informational benefits and limited 
strategic benefits, and b) Optimise had used the highest number of SaaS applications 
among the SMEs in this study for five years but the firm targeted and leveraged 
transactional benefits (cost efficiencies and accessibility) from SaaS. Telecom was 
identified as the firm that leveraged SaaS with low success because this firm used 
only one major SaaS application and the sales operational users were not realising 
the benefits of the application. 
 
Figure 6-1: SaaS use and benefits analysis 
 
To summarise, the findings from the cross-case analysis of the SME sourcing 
and leveraging of SaaS are as follows: 
 Three firms (Rentals, CM-Software and Retail POS) were identified as SMEs 
with high SaaS success since all three demonstrated: a) high use of SaaS 
applications, b) the performance of more tasks (Table 6-4), and c) the realisation 
of strategic benefits (growth, customer retention and competitive actions) and 
transformational benefits (improving business models, processes and structures 
and organisational capabilities) (Appendix Table E.4.1).   
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 Two firms (Manufacturer and Optimise) were identified as SMEs with a medium 
level of success in SaaS since these two either demonstrated advanced use of 
SaaS (Optimise) or used just one SaaS application and realised all four types of 
benefits (Manufacturer)  
 Based on the case-level findings for Telecom (Section 4.4.5), the decision to 
customise the SaaS application during implementation and the operational users’ 
perception of a lack of direct benefit for them use had contributed to the 
achievement of transactional and informational benefits only. Telecom was 
identified as a firm with a low level of SaaS success. 
Based on these findings, this study concludes that SMEs can use SaaS 
applications to realise basic benefits, namely, transactional and informational 
benefits. SMEs can also increase the breadth of SaaS use (more SaaS applications, 
for more tasks across the business functions including sales, marketing, HR, finance, 
operations and customer service) in order to realise advanced benefits (strategic and 
transformational benefits). The findings from the IS capabilities analysis across the 
six SMEs are presented next. 
6.3 IS CAPABILITIES IN SMES 
This section presents the cross-case analysis of the IS capabilities across the six 
SMEs. The findings of this analysis are presented in three sections. The first section 
evaluates the individual IS capability across the six cases. The findings identify the 
existence of a particular capability and its strength, the level at which it was 
demonstrated, the functional responsibility and the use of an intermediary use. 
The subsequent analysis provides insights from clustering SMEs into the 
following sub-groups based on similarities and differences across the six SMEs: 1) 
three small IT SMEs and three medium non-IT SMEs, 2) SMEs leveraging SaaS at 
high levels (Rentals, Retail POS, CM-Software) and SMEs leveraging SaaS at 
medium or low levels (Optimise, Manufacturer and Telecom), 3) the only medium 
firm that leveraged SaaS at high levels (Rentals) against the only firm that was 
leveraging SaaS at a low level (Telecom) and 4) the SMEs that required IS 
capabilities to be provided by intermediaries.    
The intermediary findings from the cross-case analysis are presented, namely, 
a) the IS capabilities required for the SMEs to leverage SaaS, b) the IS capabilities 
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not required for SMEs to leverage SaaS, c) the IS capabilities that could be externally 
sourced from intermediaries, and d) changes to individual IS capabilities for SMEs’ 
leveraging of SaaS. Based on the corroboration of the two sets of IS capabilities 
(required and externally sourced), this study presents the shortlist of IS capabilities 
needed by SMEs for sourcing and leveraging SaaS. 
6.3.1 IS Capabilities in SMEs using SaaS for Benefits 
The section first presents a comparative analysis of each IS capability across the six 
cases. Table 6-5 provides a complete list of all 14 IS capabilities and associated 
characteristics for each SME (existence, level, responsibility and source). The table 
includes information on the size (small or medium) and type (IT or non-IT firm) and 
whether the SME realised high or medium (moderate) or low benefits from SaaS use 
based on the findings from the use and benefits analysis (Figure 6.1). The table also 
presents the four SME-specific factors associated with the individual IS capability 
based on the findings from the within-case analysis of SMEs in Chapter 4. 
The cross-case analysis of IS capabilities starts with a description of each IS 
capability in terms of: a) the strength of its existence across the six cases along with a 
summary of the underlying activities demonstrated by the SMEs, b) any variations to 
existing knowledge on those capabilities, c) specific reasons for differences in some 
of the SMEs, d) whether the capability was sourced internally or externally or both 
ways, e) the role of business users in performing the underlying activities, and f) the 
patterns related to how each IS capability contributed to use and benefits across the 
cases. Based on these findings, an assessment is made regarding whether or not a 
particular IS capability was needed by the SMEs for SaaS use and benefits during 
SaaS implementation and post-implementation use. 
  
Chapter 6: Cross-Case Analysis 181 
Table 6-6: IS capabilities across six SMEs 
SME Rentals Retail POS CM-Software Optimise Manufacturer Telecom 
SIZE,  TYPE MED, NIT SM, IT SM, IT SM IT MED, NIT MED, NIT 
SaaS 
LEVERAGE 
SUCCESS 
HIGH HIGH HIGH MEDIUM MEDIUM LOW 
IS CAPA-
BILITY 
Exist
s 
Le
vel 
Func
tion 
Sour
ce 
Exist
s 
Le
vel 
Func
tion 
Sour
ce 
Exist
s 
Le
vel 
Funct
ion 
Sour
ce 
Exi
sts 
Level Funct
ion 
Sour
ce 
Exi
sts 
Level Funct
ion 
Sour
ce 
Exi
sts 
Leve
l 
Fun
ctio
n 
Sour
ce 
IS leadership HI IN US IN HI FI US IN HI IN US IN HI FI US IN HI FI US IN LO FI BO IN 
Business syst- 
ems thinking 
HI FI BO BO HI FI US IN HI FI US IN HI FI US IN HI IN US IN HI FI BO BO 
Relationship 
building 
LO FI US IN LO FI US IN  NE NE NE NE NE NE NE NE NE NE NE N NE NE NE  NE 
Architecture 
planning 
LO FI BO EX LO FI US BO LO IN US IN LO IN US IN NE NE NE NE NE NE NE NE 
Making tech-
nology work 
HI FI BO BO HI FI US BO HI FI US BO LO FI US IN HI IN US IN LO FI IN BO 
Informed-
buying 
HI IN US IN HI FI US IN HI IN US IN HI FI US IN LO FI US IN LO FI US IN 
Contract 
facilitation 
LO FI US IN LO FI BO IN LO IN US IN LO FI US IN LO FI US n/a LO FI BO IN 
Contract 
monitoring 
NE N
E 
NE NE NE N
E 
NE NE HI IN US  IN NE NE NE NE NE NE NE NE NE NE NE NE 
Vendor 
development 
LO IN US IN NE N
E 
NE NE NE NE NE NE LO IN US IN LO FI US IN NE NE NE NE 
Benefits 
management 
HI FI US IN HI FI US IN HI FI US IN HI FI US IN HI FI US IN LO FI US IN 
Managing 
change 
HI FI US IN LO FI US IN NE NE NE NE LO IN US IN HI FI US IN NE NE  NE NE 
Project 
management 
NE N
E 
NE NE HI FI US IN LO FI US IN NE NE NE NE NE NE NE NE NE NE NE NE 
Information 
management 
HI FI US IN HI FI US IN HI FI US IN HI FI US IN HI FI US IN LO FI US IN 
SaaS 
embeddedness 
NE N
E 
NE NE NE N
E 
NE NE HI FI US IN HI FI US BO NE NE NE NE NE NE NE NE 
ROW LEVEL LEGEND 
SME SIZE & TYPE:    SM=Small, MED=Medium 
                                       IT= IT service firm,  NIT=Non-IT firm 
SUCCESS               HIGH=High leveraging of SaaS   
                                MED=Moderate leveraging of SaaS                
                                LOW=Low leveraging of SaaS 
Green Shade – One or more firms had shown high existence 
Yellow Shade – One or more firms had low existence 
 Purple shade – Very limited existence, may not be needed  for SMEs 
COLUMN  LEVEL LEGEND 
Exists              : HI=HIGH, LO=LOW, NE=NO  EVIDENCE,  Blank: Data was not available to decide or not applicable   
Level               : IN=Identified at individual level, FI=Identified at firm level 
Function          : US=Demonstrated by user functions,   IT=Demonstrated by IT function, BO=Demonstrated by both 
Source             : IN=Internally by SME, EX=Sourced externally from intermediary or SaaS vendor, BO=Both 
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IS Leadership  
IS leadership (ISL) was demonstrated highly by five SMEs in their leveraging of 
SaaS (Rentals, Retail POS, CM-Software, Optimise and Manufacturer). The only 
exception was Telecom where the IS leadership was demonstrated at a low level 
because SaaS CRM was migrated from an in-house built application. The IS 
leadership was demonstrated by key business managers of the SMEs in five of the 
six firms (CDO in Rentals, CR Manager in Manufacturer, COO in Retail POS, MD 
in CM-Software and CEO in Optimise). These managers were not part of the IT 
function which differs from the IS leadership association with the CIO role and IS 
function by Feeny and Willcocks (1998b). This difference is due to the following 
factors within the selected SMEs cases: a) there was no explicit IT function 
(Optimise, CM-Software) on it was minimal (two people in Retail POS) in three 
small IT firms, and b) the functional managers of medium size firms had the 
necessary knowledge (based on past experience with using technology) and had 
selected SaaS to address specific business requirements. Hence, it is concluded that 
IS leadership can also be performed by functional managers who are not part of the 
IT function in SMEs.   
Business Systems Thinking  
Business systems thinking (BST) was demonstrated highly in all six SMEs. The 
investigation of the SMEs’ implementation activities and the findings on the 
intermediary cases (Chapter 5) indicate that the SMEs were able to externally source 
BST from SaaS intermediaries for initial implementation (Rentals, Manufacturer, 
Telecom, Retail POS) as well as for ongoing customisations (Rentals and Telecom) 
during the post-implementation phase. Since BST can be externally sourced, whether 
or not it should still be considered as a core IS capability is a question that needs to 
be addressed (Feeny and Willcocks 1998a). However, as identified in this study, 
functional users (both management and operational users) were also performing BST 
activities during the post-implementation use of the Sales Cloud application to 
address information needs and business process changes (support price changes in 
Retail POS, leads tracking in Rentals). Telecom was only exception, where the 
Business Systems Analyst performed BST activities for the information exchange 
between Sales Cloud and the in-house application. Considering that in five SMEs the 
functional users were responsible for the activities underlying the BST capability 
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during the post-implementation use of SaaS, it is concluded that BST should be 
internal to the SME. However, this study observes that BST can also be 
demonstrated by business functions (the sales and marketing function in Rentals, 
Manufacturer and three small IT firms), which is different to the existing association 
of BST with IT function (Feeny and Willcocks 1998a).  
Relationship Building  
Only two firms (Retail POS and Rentals) demonstrated the low existence of the 
relationship building (RB) capability and in all other SMEs functional users were 
mostly responsible for SaaS use and benefits. The relationship building capability is 
described as getting the business actively involved in IS/IT issues and is associated 
with individuals in the IS/IT function (Feeny and Willcocks 1998b). The cross-case 
analysis findings indicate that there were: a) no IT functions (CM-Software, 
Optimise) or very minimal (Rentals, Retail POS), b) IT was not involved in SaaS use 
activities (Manufacturer), or c) only contributed with IT integration (Telecom). Thus, 
the role of IT was limited in these six SMEs. It is concluded that the relationship 
building capability may not be a consideration for SMEs for effective SaaS use and 
benefits. 
Architecture Planning  
All six SMEs started with the use of the Sales Cloud SaaS application as part of their 
routines in the sales and marketing function. Four of these SMEs had also planned 
and implemented more SaaS applications in accounting tasks (Retail POS, CM-
Software and Optimise), HR tasks (the Jobscience application for recruitment by 
Rentals, and the Quick Timesheets for time tracking by Optimise), operations tasks 
(the Agent Plus application by Rentals, and the JIRA and Ganttic applications by 
Optimise) and customer services (the JIRA application by Retail POS), customer 
surveys (Customer Gauge by Rentals). The use of SaaS applications in tasks across 
the business functions appeared to be a reflection of how these cases had adopted 
SaaS applications as their technical platform for both current and future needs. 
Architecture planning was externally sourced from SaaS intermediaries (Rentals) and 
vendors (Retail POS). The SaaS intermediary cross-case analysis provided further 
evidence for how SMEs externally sourced the AP capability with the service 
offerings such as creating roadmaps (Gamma), multi-phased planning of SaaS 
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implementations (Alpha). Based on the three SMEs that were found to have realised 
high success with the use of SaaS applications across their business functions, AP is 
identified as a capability that SMEs need but that can be externally sourced to start 
the planning and implementation of SaaS as the technical platform for the 
organisation. 
Making Technology Work  
Four SMEs (Rentals, Retail POS, CM-Software and Manufacturer) demonstrated the 
making technology work (MTW) capability highly, with ongoing configuration and 
customisation activities for using SaaS. The activities underlying the MTW 
capability were performed by functional users (sales and marketing teams) in the 
three small technology firms. In Rentals, the CDO with an extensive sales 
background had demonstrated the MTW capability by setting up a customised 
dashboard for management reporting needs. The SMEs demonstrated both long-term 
orientation (business goal-based customisations) which differs from the description 
of short-term oriented troubleshooting activities by Feeny and Willcocks (1998a). 
The four firms that demonstrated high MTV capability had realised strategic benefits 
and three of these had realised transformational benefits (Rentals, CM-Software, 
Manufacturer) (Figure 6-1). Three SMEs (Rentals, Telecom and CM-Software) had 
sourced the MTW capability from a SaaS intermediary during initial implementation, 
and two had sourced this capability externally during post-implementation (Rentals 
and Telecom). Hence, this study identifies that SMEs need the MTW capability to 
configure and customise SaaS applications during initial implementation as well as 
during the post-implementation phase. 
Informed Buying  
Four firms (all three IT firms and one medium firm, Rentals) demonstrated the 
informed buying (IB) capability highly by analysing SaaS markets for specific 
services as well as continued evaluation of SaaS add-on applications (Congo Merge, 
JIRA, Jobscience). In Manufacturer, IB was managed by its US headquarters which 
resulted in low evidence of this capability by local operations. The search for new 
SaaS solutions from the marketplace was ongoing in Retail POS, Rentals and 
Optimise where the business users sought to address changing business needs 
(recruitment applications, customer surveys). The IT function was involved in only 
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two cases, namely, Manufacturer for Salesforce selection and Retail POS for the 
sourcing of the project management SaaS, Basecamp. The activities underlying IB 
were performed internally by the functional users (CDO and BDM in Rentals, CEO 
and Marketing Manager in Optimise, COO and Support Manager in Retail POS and 
MD in CM-Software). The limited evidence for IB can also be attributed to the 
SMEs’ low use of SaaS as evidenced by Telecom. Hence, this research concludes 
that the IB capability can be considered as a requirement for SMEs’ use of SaaS. It 
was found internally in these six SMEs. Although one intermediary (Gamma) offered 
IB as a service to support its customers, none of the SMEs showed evidence of 
sourcing IB externally. 
Contract Facilitation  
As SaaS applications always need to be externally sourced from vendors, all the 
SMEs demonstrated the contract facilitation (CF) capability with either long-term 
contracts (all medium sized firms) and contracts with frequent renewals over many 
years (8 years in CM-Software, 5 years in Optimise). However, these activities were 
not as elaborative as described in the outsourcing context of the conceptualisation of 
this capability (Feeny and Willcocks 1998b). The usage-based pricing of the SaaS 
model and operational expenses focus of SaaS-related costs by these firms explain 
the simple nature of CF with SaaS. Hence, this research concludes that the contract 
facilitation capability does not significantly influence SMEs’ attainment of benefits 
from SaaS. It is a necessary activity for SMEs’ sourcing of SaaS and can be 
considered as a required capability for both initial implementation and during the 
post-implementation use for current application renewals, add-on subscriptions and 
new SaaS applications. 
Contract Monitoring  
Only CM-Software demonstrated high evidence of the contract monitoring (CM) 
capability with specific activities related to its Sales Cloud contracts. None of the 
other SMEs showed evidence of ongoing monitoring of contracts. There was also 
very limited focus on SLAs or quality concerns raised by these SMEs in terms of 
SaaS-related measurements. CM-Software was the only small IT firm demonstrating 
how a combination of SaaS and PaaS contracts can reduce the overall pricing for 
SaaS subscriptions. Since this difference is associated with the strong dependency on 
  
Chapter 6: Cross-Case Analysis 187 
the development skills of an IT company, it is concluded that the CM capability 
cannot be considered as a factor that contributed to SaaS use and benefits in all the 
SME cases. Hence, this research concludes that the contract monitoring capability 
may not be a required capability for SaaS implementation and post-implementation 
use. 
Vendor Development  
Three firms (Rentals, Optimise and Manufacturer) demonstrated low evidence of the 
vendor development (VD) capability in their interactions with SaaS vendors. The 
activities were primarily to identify any SaaS add-on applications from the same 
vendor who provided the enterprise application like Sales Cloud. As evidenced by 
the SaaS intermediary case analysis (Chapter 5) and in five of six SMEs, the SaaS 
intermediaries provided the local support required which minimised the interactions 
with the SaaS vendors. These ad-hoc enquiries and limited interactions with 
Salesforce differed from the description by Feeny and Willcocks of VD activities 
(shown in Table 2-17). In addition, any new features of SaaS applications were 
automatically made available by the vendors and hence reduced SMEs’ direct 
interactions with SaaS vendors for the purpose of developing a relationship and 
mutual value. Based on these SaaS-specific differences in the activities underlying 
the vendor development capability, it is concluded that vendor development may not 
be a required capability during the post-implementation use of SaaS for benefits. 
Benefits Management  
Five SMEs demonstrated high evidence of the benefits management (BM) capability 
by planning and evaluating the real benefits from SaaS use. Telecom was the only 
case where the focus of BM was limited to operational and informational benefits 
due to issues elaborated in the within-case analysis (Section 4.4). Activities 
underlying the BM capability were demonstrated by both management and 
operational users from the functional areas. The SMEs tended to perform activities to 
achieve benefits related to specific functional areas (sales process efficiencies in all 
firms, improved customer service operations in Rentals, Retail POS and CM-
Software, and improved lead generation in Rentals, Manufacturer and CM-
Software). As four of the five firms that demonstrated the BM capability had realised 
high benefits with SaaS use, it is concluded that benefits management is an IS 
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capability that SMEs need for initial implementation (benefits planning) and post-
implementation use (benefits realisation and evaluation). The theoretical implications 
of benefits realisation through SaaS use are elaborated in Chapter 7 (Sections 7.1 and 
7.4). 
Project Management  
Retail POS was the only firm that showed high evidence for the project management 
(PM) capability when leveraging SaaS. Although Retail POS showed limited 
evidence of this capability, the COO’s experience had resulted in the extremely 
customised use of SaaS applications for the customer installation projects that were 
managed with Salesforce SaaS and included communications across the supplier, 
customer and contractor for installation and head office. It was observed that SaaS 
use involved the co-ordination of multiple parties across different domains through: 
a) establishing the internet-based connectivity for SaaS access, b) maintaining data 
quality and accuracy with user training, c) developing and testing the customisation 
modules by intermediary or in-house teams, and d) proving SaaS-specific support for 
operational users. In these ways, the project management capability supported the 
SMEs’ leveraging of SaaS benefits during post-implementation. However, based on 
the view that project management is a firm-level capability and is not specific to IS 
use (Willcocks et al. 2006), and the limited evidence of this capability in the six 
SMEs, it is concluded that project management is not one of the IS capabilities 
needed for SMEs’ leveraging of SaaS.   
Managing Change  
The managing change (MC) capability was demonstrated highly by two medium size 
firms (Rentals and Manufacturer). Two IT firms (Retail POS and Optimise) showed 
limited evidence in terms of managing changes with SaaS. Telecom did not show 
any evidence of managing the changes with SaaS use. CM-Software had used SaaS 
for high benefits by managing change more implicitly rather than through explicit 
activities. Manufacturer had taken some explicit actions by: a) setting up a 
governance team, b) establishing SaaS user access policies and procedures, and c) 
deciding the level of access prior to the roll out of SaaS to the globally distributed 
sales and marketing teams. The same team had created significant training materials 
and conducted periodic training to increase the sales process efficiencies with 
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ongoing changes from the Salesforce vendor (e.g. training material for using Chatter 
for local group communications). Although managing the change was evidenced 
highly in only one SME, Manufacturer realised strategic and transformational 
benefits with the use of one SaaS application (Sales Cloud). The other medium size 
firm, Telecom, did not show any evidence of managing the change from its 
implementation of SaaS. There was also limited training on the ongoing use of Sales 
Cloud in Telecom. The negative impacts from the lack of managing change were: a) 
sales users were not satisfied with the use of SaaS, and b) 50% of users were not 
properly entering or managing the data within Salesforce (Section 4.4). These 
findings indicate that the managing change capability enabled the SMEs to realise 
strategic and transformational benefits during the post-implementation use of SaaS 
applications. Hence, it is concluded that managing change is an IS capability that 
SMEs need for implementation of SaaS and also during the post-implementation use 
of SaaS. 
Information Management  
Five SMEs (Rentals, Retail POS, CM-Software, Optimise and Manufacturer) 
demonstrated high information management (IM) capability by providing timely and 
accurate SaaS-based information to both management and operational users. The 
only exception was Telecom where IM was limited by the firm’s data quality and 
user satisfaction issues. The ease of report creation by the users and the dashboard 
features of Salesforce SaaS provided the SMEs with significant opportunities for 
leveraging SaaS benefits. The information management activities were demonstrated 
by both management users and operational users in all these firms. The information 
management capability was found to be internally sourced within all the SMEs. The 
Telecom SME and SaaS intermediary Beta’s data clean-up services indicated the 
need to focus on data quality within SaaS particularly for custom data objects created 
by business users. Although the SaaS intermediaries could provide the IM capability 
during SaaS implementation, the functional users performed the activities underlying 
the IM capability in the three highly successful SME firms. Hence, it is concluded 
that information management can be considered as a capability that SMEs need for 
both implementation and post-implementation use. 
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SaaS Embeddedness  
This study identified a new IS capability called “SaaS embeddedness” which refers 
to SMEs’ ability to design, develop or deliver new business services based on SaaS 
as the underlying mechanism and ability to transform into a SaaS service provider. 
Two small IT SMEs (CM-Software and Optimise) demonstrated the SaaS 
embeddedness capability highly with activities related to the creation of SaaS-based 
new services for customers and revenue growth. Optimise had used Sales Cloud for 
five years and delivered its optimisation solution as a SaaS application for its 
customers for four years. Similarly, CM-Software had created Salesforce-based 
support services as a new value proposition for its existing customers. In the case of 
CM-Software, the Salesforce support service was providing a new revenue stream 
and allowed the firm to pursue new opportunities. The SaaS embeddedness 
capability describes the firms’ ability to: a) create and deliver new business services 
using SaaS for reaching out to a new customer base (Optimise), and b) create and 
deliver technology support services for SaaS applications. This capability was 
internal to the firms and was demonstrated at the firm level by CM-Software and 
Optimise. It was performed by the functional users in both SMEs since neither had 
their own IT function. Although this capability was demonstrated in two small IT 
firms only, this research posits that the ability to create new customer value and 
additional revenue streams using the SaaS model can be relevant for all SMEs 
through their use of SaaS for transformational benefits. The SaaS embeddedness 
capability during the post-implementation use of SaaS can enable SMEs to transform 
from being a SaaS customer into a SaaS provider. The activities of the SaaS 
embeddedness capability include: 
 Creating and delivering new customer value propositions as SaaS applications 
using the virtualisation and multi-tenancy features (Barros and Dumas 2006). 
 Extending and delivering the current service-based value propositions (IT 
technical support, development support) to reach out to new customer segments 
that need SaaS-related services. 
6.3.2 Variable-Oriented Analysis of IS Capabilities 
This study aims to identify patterns based on the evidence across all six cases in 
terms of the structural association of IS capabilities in the SMEs. The structural 
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association findings are based on the pattern analysis of: a) if the IS capability was 
demonstrated at the individual role level or at the firm level, b) if the IS capability 
was internal to the SME or sourced externally from an intermediary, or both, and c) 
if an IT function or user function was responsible for a particular IS capability. This 
set of analysis includes only the IS capabilities that were demonstrated by all six 
SMEs (IS leadership, business systems thinking, making technology work, informed 
buying, benefits management and information management) and excludes the 
capabilities that were demonstrated by only a few firms (architecture planning, 
change management, project management and SaaS embeddedness). Taking this 
approach ensures the identification of patterns without any distortion from the cases 
where some of these IS capabilities did not exist at all.   
IS Capabilities – Individual or Firm-Level Analysis 
This section presents the findings related to the demonstration of particular IS 
capabilities at the individual level or at the firm level across the six cases. The IS 
capabilities in the a-priori model were drawn from two existing models. The core IS 
capabilities for exploiting IT model (Feeny and Willcocks 1998a) associates 
capabilities to the individual roles within the IT function, whereas the Peppard and 
Ward (2004) model associates them with the firm level. Hence, this analysis provides 
insights regarding the associations with the IS capabilities in the SMEs based on the 
patterns shown by the six SMEs. The comparison of the associations of the IS 
capabilities is summarised in Table 6-7. 
Table 6-7: Individual-level versus firm-level IS capabilities 
IS CAPABILITY  No. of Firms 
Rentals Retail 
POS  
CM- 
Software 
Optimise Manu-
facturer 
Telecom  
Firm 
Characteristics 
MED, 
NIT 
SM, 
IT 
SM,  
IT 
SM  
IT 
MED, 
NIT 
MED, 
NIT 
Firm 
Level 
Ind. 
Level 
SaaS Leverage 
Success 
HIGH HIGH HIGH MEDIUM MEDIUM LOW 
IS leadership IN FI IN FI FI FI 4 2 
Business systems 
thinking 
FI FI FI FI IN FI 5 1 
Making technology 
work 
FI FI FI FI IN FI 5 1 
Informed buying IN FI IN FI FI FI 4 2 
Contract 
facilitation 
FI IN IN FI FI FI 4 2 
Benefits 
management 
FI FI FI FI FI FI 6 0 
Information FI FI FI FI FI FI 6 0 
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management 
ROW LEGEND 
SME SIZE:  SM=Small, MED=Medium                            
TYPE: IT=IT service firm, NIT=Non-IT firm 
LEVERAGE:  HIGH=High leveraging of SaaS          
                   MED=Moderate leveraging of SaaS 
                   LOW=Low leveraging of SaaS 
COLUMN  LEGEND 
        FI=Firm level   
            IN=Individual level  
 
 
Overall, the SMEs demonstrated IS capabilities more at the firm level and less 
at the individual level which aligns with the firm-level IS capability model (Peppard 
and Ward 2004). In particular, all six firms demonstrated the information 
management and benefits management capabilities at the firm level. Five SMEs 
(Rentals, Retail POS, CM-Software, Optimise and Manufacturer) demonstrated the 
business systems thinking and making technology work capabilities at the firm level 
during the post-implementation use. In Manufacturer, the CR Manager and the CRM 
administrator were the only two roles that demonstrated these capabilities as they 
were responsible for centralised governance of the configuration and customisation 
of SaaS applications. Four of the SMEs demonstrated IS leadership, architecture 
planning, informed buying and contract facilitation capabilities at the firm level. CM-
Software was the only firm that demonstrated three IS capabilities at the individual 
level. Having the smallest number of employees (only 8) and the MD’s accounting 
background were the reasons for this difference in CM-Software.  
In summary, the SMEs demonstrated the IS leadership, business systems 
thinking, making technology work, informed buying, contract facilitation, benefits 
management and information management IS capabilities more at the firm level and 
less at the individual level. The study identified that the factors contributing to the 
firm-level demonstration of these IS capabilities included: a) the number of years of 
SaaS use in these firms (Table 6-4), b) the extent of IS activities performed by 
business functional users, and c) the limited role of the IT function in SaaS use 
(Table 6-1).   
IS Capabilities – IS or User Function Responsibility Analysis 
This section presents the findings on the patterns analysis of the functional 
responsibility for the individual IS capability (user versus IS function) in the six 
SMEs. Table 6-8 summarises the analysis. The analysis only included the IS 
capabilities that were demonstrated by all six SMEs and excluded the capabilities 
that were demonstrated by some of the six firms only (architecture planning, change 
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management, contract monitoring and SaaS embeddedness) for the reasons cited 
above (Section 6.3.2). 
Table 6-8: User responsibility versus IT responsibility 
IS 
CAPABILITY 
 No. of 
Firms Rentals Retai
l 
POS  
CM- 
Software 
Optimise Manu-
facturer 
Telecom  
Firm 
Characteristics 
MED, 
NIT 
SM, 
IT 
SM,  
IT 
SM  
IT 
MED, 
NIT 
MED, 
NIT 
Use
r 
IS 
SaaS Leverage 
Success 
HIGH HIG
H 
HIGH MEDIUM MEDIUM LOW 
IS leadership User User User User User Both 5 1 
Business systems 
thinking 
Both Both User User User Both 3 3 
Making 
technology work 
Both User User User User IT 4 2 
Informed buying User User User User User User 6 0 
Contract 
facilitation 
User User User User User IT 5 1 
Benefits 
management 
User User User User User User 6 0 
Information 
management 
User User User User User User 6 0 
ROW LEGEND 
SME SIZE:  SM=Small, MED=Medium                            
TYPE: IT=IT service firm, NIT=Non-IT firm 
LEVERAGE: HIGH=High leveraging of SaaS          
                   MED=Moderate leveraging of SaaS 
                   LOW=Low leveraging of SaaS 
 
 
Overall, the user functions (e.g. Sales and Marketing in the case of Salesforce 
SaaS) were mostly responsible for the IS capabilities in the six SME firms (Table 6-
8) and the IT function was responsible only in the case of Telecom. As described in 
the within-case analysis (Chapter 4, Sections 4.2.1, 4.3.1, 4.5.1 and 4.6.1), the SaaS 
sourcing and leveraging activities were completely carried out by the user functions 
in five of the SMEs with either no or limited IT involvement. There was no IT 
involvement in three firms (Rentals, CM-Software and Optimise) and limited 
contributions from the IT function in Retail POS (selecting the project management 
SaaS application) and Manufacturer (specific client instalments required for the use 
of Chatter). Telecom was the only firm where the IS function was responsible for 
four IS capabilities (IS leadership, business systems thinking, making technology 
work and contract facilitation) due to the migration of the in-house developed CRM 
to the Salesforce Sales Cloud application. In three SMEs (CM-Software, Optimise 
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and Manufacturer), only the user function was responsible for these capabilities. The 
possible reasons include: a) CM-Software and Optimise did not have an internal IS 
function, and b) the management (MD of CM-Software, CEO of Optimise and CR 
Manager in Manufacturer) had IS knowledge and skills from their past experience 
performing these functional roles.  
In the three IT SMEs (Retail POS, CM-Software and Optimise), all the IS 
capabilities were demonstrated by the user function and not by the IT function. The 
reasons behind this responsibility lying with the functional users include: a) there 
was no IT function in Optimise and CM-Software and only two people in Retail 
POS, and b) IT skills and knowledge existed as part of the functional operations (i.e. 
the ability of marketing and customer service managers to create and modify reports 
in all three firms, senior management’s ability to align SaaS with strategic objectives 
as shown by the MD in CM-Software and the COO in Retail POS). 
In the five SMEs that were highly or moderately leveraging SaaS (Rentals, 
Retail POS, CM-Software, Optimise and Manufacturer), the user functions were 
completely responsible for five of the capabilities (IS leadership, informed buying, 
contract facilitation, benefits management and information management). Hence, the 
following findings on the IT and user functions’ responsibilities were drawn from the 
analysis of IS capabilities:  
 The responsibilities were identified in the user functions for specific IS 
capabilities (IS leadership, informed buying, contract facilitation, benefits 
management and information management) in SMEs with high or moderate 
success in SaaS use.  
 The responsibilities of the IT function were limited. The IT functions provided 
only ad-hoc support for the user functions for technology-related IS capabilities 
(business systems thinking and making technology work) in SMEs with high or 
moderate success in SaaS use. 
 The IT function’s responsibilities were found to be higher in Telecom where 
integration requirements with in-house developed applications were critical for 
the adoption of the firm’s first SaaS application (SaaS Cloud). Telecom was the 
only firm that had low success in SaaS use in comparison with the other five 
cases. 
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 The factors contributing to the high demonstration of IS capabilities by the user 
functions (sales, marketing, operations) by functional roles (CEO, COO, MD, 
Business Development Manager, Customer Support Manager, Practice Manager) 
in the SMEs’ leveraging of SaaS included: a) the selection and evaluation of 
SaaS applications for implementation, b) the creation of SaaS contracts with 
SaaS vendors, c) the allocation of the responsibility for ongoing changes from 
SaaS during post-implementation use, and d) knowledge constraints and limited 
IT resources in the SMEs. 
 
IS Capabilities – Internal or External Sourcing Analysis 
This section presents the findings on whether the IS capabilities were internally or 
externally sourced by the six SMEs (Table 6-9). Overall, the six SMEs internally 
demonstrated all IS capabilities when they leveraged SaaS. Five of the six SMEs had 
also used external service providers for the business systems thinking and making 
technology work capabilities as part of their sourcing process. Optimise was the only 
firm which had not accessed an IS capability from a SaaS intermediary, despite using 
nine different SaaS applications. Out of the five SMEs that used an intermediary for 
IS capabilities, Rentals and Telecom had ongoing subscription contracts to support 
the customisation needs for their SaaS applications. The other three SMEs 
(Manufacturer, Retail POS and CM-Software) used their internal technology 
capabilities for ongoing leveraging of SaaS. If the complexity of the SaaS 
customisations was high or if the SME had schedule constraints, then these firms 
utilised services from an intermediary for the technology capabilities. For example, 
Manufacturer accessed a SaaS intermediary for complex organisational hierarchy 
changes within the SaaS application, and CM-Software used a global service 
provider to fast-track customisation development needs.   
Table 6-9: Internal sourcing versus external sourcing of IS capabilities 
IS CAPABILITY  No. of Firms 
Rentals Retail 
POS  
CM- 
Software 
Optimise Manu-
facturer 
Telecom  
Firm 
Characteristics 
MED, 
NIT 
SM, 
IT 
SM,  
IT 
SM  
IT 
MED, 
NIT 
MED, 
NIT 
Intern
al 
Exter
nal 
SaaS Leverage 
Success 
HIGH HIGH HIGH MEDIUM MEDIUM LOW 
IS leadership IN IN IN IN IN IN 6 0 
Business systems 
thinking 
Both Both IN IN Both Both 6 4 
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Making technology 
work 
Both Both Both IN 
 
Both 
 
Both 6 5 
Informed buying IN IN IN IN IN IN 6 0 
Contract 
facilitation 
IN IN IN IN IN IN 6 0 
Benefits 
management 
IN IN IN IN IN IN 6 0 
Information 
management 
IN IN IN IN IN IN 6 0 
ROW LEGEND 
SME SIZE:  SM=Small, MED=Medium                            
TYPE: IT=IT service firm, NIT=Non-IT firm 
LEVERAGE: HIGH=High leveraging of SaaS          
                   MED=Moderate leveraging of SaaS 
                   LOW=Low leveraging of SaaS 
COLUMN  LEGEND 
IN=Internally by SME users   
EX=Sourced externally from intermediary or SaaS vendor 
Both=Either internally or externally sourced 
 
The related results from the within-case analysis of the SaaS intermediaries 
(Chapter 5) showed that the intermediaries offered benefits management and 
information management capabilities along with three technology capabilities 
(architecture planning, business systems thinking and making technology work). 
However, this analysis identified that the SMEs that were leveraging SaaS highly or 
moderately had externally sourced only the architecture planning (because only four 
SMEs demonstrated this capability), business systems thinking and making 
technology work capabilities from the SaaS intermediaries. Hence, in summary: 
 SMEs sourced the business systems thinking, making technology work and 
architecture planning capabilities from SaaS intermediaries for the initial 
implementation activity while sourcing enterprise SaaS applications. 
 SMEs leveraged the architecture planning, business systems thinking and making 
technology work capabilities from SaaS intermediaries on either an as needed 
basis (Manufacturer and Retail POS) or by setting up multiple year contracts with 
their trusted SaaS intermediaries (Rentals and Telecom). 
 Some SMEs also developed all the required IS capabilities internally without 
using any SaaS intermediary (Optimise). However, it is noted that, despite using 
nine SaaS applications in the previous 5 years, Optimise had realised only a 
moderate level of success in leveraging SaaS. The differences among the three IT 
firms are discussed in Section 6.3.3. 
As identified in this analysis, five SMEs (Rentals, Retail POS, CM-Software, 
Manufacturer and Telecom) utilised the services of SaaS intermediaries for specific 
IS capabilities (architecture planning, business systems thinking and making 
technology work) during the initial implementation of SaaS. Two medium size firms 
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(Rentals and Manufacturer) had also established long-term contracts with SaaS 
intermediaries to provide support for SaaS use during the post-implementation use. 
In Chapter 5, the analysis of three SaaS intermediaries (Alpha, Beta and Delta) 
identified the IS capabilities that they provided to SMEs. The findings related to the 
specific IS capabilities offered by SaaS intermediaries are presented at the end of the 
next section. The SME case-level findings are corroborated against the intermediary 
cross-case analysis findings to form the list of IS capabilities that SMEs should 
develop internally in order to realise success in SaaS use. 
6.3.3 Case-Oriented Analysis of IS Capabilities 
This analysis presents the findings on IS capabilities using case-oriented analysis 
with the sub-groups of cases. Case-oriented analysis can help researchers to find the 
specific, concrete and historically grounded patterns among a small set of cases. The 
findings of case-oriented analysis are often particularistic while pretending to great 
generality (Miles and Huberman 1984). The similarities and differences of IS 
capabilities among the selected sub-groups of SMEs are identified during the 
analysis. The six SMEs and three intermediary cases are grouped into: a) three IT 
SMEs, b) three medium non-IT firms, c) SMEs with high success in SaaS use, d) 
SMEs with moderate and low success in SaaS use, e) the most successful and least 
successful firms (Rentals and Telecom), and f) three intermediary cases. 
IS Capabilities in Small IT SMEs 
This analysis presents the findings on IS capabilities identified in the three small IT 
firms. The purpose is to identify any similarities and differences across these firms 
and also observe any case-specific variations in the IT SMEs. Table 6-10 presents a 
summary of the comparison.  
Table 6-10: IS capabilities in small IT firms 
SME Optimise Retail POS CM-Software 
SIZE,  TYPE SM IT SM, IT SM, IT 
SaaS 
Leverage 
Success 
MEDIUM HIGH HIGH 
IS CAPA-
BILITY 
Exis
ts 
Lev
el 
Functi
on 
Sour
ce 
Exis
ts 
Lev
el 
Functi
on 
Sourc
e 
Exis 
ts 
Level Functi
on 
Sourc
e 
IS leadership HI FI US IN HI FI US IN HI IN US IN 
Business 
systems 
thinking 
HI FI US IN HI FI US IN HI FI US IN 
Making 
technology 
work 
LO FI US IN HI FI US BO HI FI US BO 
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Informed 
buying 
HI FI US IN HI FI US IN HI IN US IN 
Benefits 
management 
HI FI US IN HI FI US IN HI FI US IN 
Information 
management 
HI FI US IN HI FI US IN HI FI US IN 
SaaS 
embeddednes
s  
HI FI US BO NE NE NE NE HI FI  US IN 
ROW LEGEND 
SME Size: SM=Small, MED=Medium                            
Type: IT=IT service firm, NIT=Non-IT firm 
Leverage:  
HIGH=High leveraging of SaaS benefits      
MED=Medium leveraging of SaaS benefits            
LOW=Low leveraging of SaaS benefits 
COLUMN  LEGEND 
Exists: HI=High, LO=Low, NE=No evidence, Blank=Data was not 
available to decide whether or not applicable   
Level: IN=Identified at individual level, FI=Identified at firm level 
Function: US=Demonstrated by user functions, IT=Demonstrated 
by IT function, BO=Demonstrated by both     
Source: IN=Internally by SME, EX=Externally from intermediary 
or SaaS vendors 
 
Two IT SMEs had realised high success (Retail POS and CM-Software) 
compared to the third case, Optimise, which had realised only moderate success in 
leveraging SaaS. Optimise had been using SaaS for five years and was using nine 
different SaaS applications including some niche SaaS applications (Chapter 4, 
Section 4-5). Optimise was also providing its optimisation solutions as a SaaS 
application to its end customers. In spite of these facts, the firm only had moderate 
success in SaaS use. Based on a comparative analysis of the two other IT firms that 
had high success in SaaS use, the making technology work capability was low in 
Optimise. The factors contributing to the moderate level of success in leveraging 
SaaS demonstrated by Optimise included the use of SaaS applications with minimal 
configuration, no customisations done of Sales Cloud, and the lack of intermediary 
sourcing during initial implementation.  
Most of the IS capabilities were demonstrated at the firm level by these three 
SMEs, except for the IS leadership and informed buying capabilities in CM-
Software. Although these SMEs provide IT services to their customers, two of these 
firms (CM-Software and Retail POS) sourced the making technology work capability 
externally from SaaS intermediaries when needed. It is also noted that these two 
firms had realised high success in the use of SaaS. Although these three IT firms 
were small, most of the IS capabilities were demonstrated at the firm level rather 
than the individual level. This finding indicates that the IS capabilities in IT SMEs 
can align more closely with the Peppard and Ward (2004) model.  
Two of the small IT firms (Optimise and CM-Software) had also transformed 
from being an active SaaS user into a SaaS service provider through the SaaS 
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embeddedness (BSET) IS capability. In the case of Optimise, BSET refers to the 
firm’s ability to design and deliver optimisation solutions as a SaaS application 
which enabled this firm to pursue new opportunities for growth. In the case of CM-
Software, the BSET capability refers to its ability to provide Sales Cloud support 
services which enabled the firm to target revenue growth with existing and new 
customers. Both firms were using the Sales Cloud application for the longest periods 
(CM-Software for eight years and Optimise for five years). Hence, this study posits 
that the BSET capability can enable SMEs to learn from post-implementation SaaS 
use and change their internal routines to offer SaaS-based value to their customers. 
However, the BSET capability raises the question as to what IS capabilities are 
needed for firms which are both users of SaaS as well as service providers of SaaS. 
This question is out of the scope of the current study and hence future research can 
evaluate the BSET capability with other service providers (Mahnke et al. 2008) and 
their capabilities (Lacity and Willcocks 2006). 
IS Capabilities in Medium Non-IT SMEs 
This analysis presents the findings on the IS capabilities identified in the three 
medium size non-IT firms (Rentals, Manufacturer and Telecom). The purpose is to 
identify any similarities and differences across these firms and also observe any case-
specific variations regarding the IS capabilities in the medium size non-IT firms. 
Table 6-11 presents a summary of the comparison.  
Table 6-11: IS capabilities in medium size non-IT firms 
SME Rentals Manufacturer Telecom 
SIZE,  TYPE MED, NIT MED, NIT MED, NIT 
SaaS 
Leverage 
Success 
HIGH MODERATE LOW 
IS CAPA-
BILITY 
Exis
ts 
Lev
el 
Functi
on 
Sour
ce 
Exis
ts 
Lev
el 
Functi
on 
Sourc
e 
Exis
ts 
Level Functi
on 
Sourc
e 
IS leadership HI IN US IN HI FI US IN LO FI BO IN 
Business 
systems 
thinking 
HI FI BO BO HI IN US IN HI FI BO BO 
Making 
technology 
work 
HI FI BO BO HI IN US IN LO FI IN BO 
Informed 
buying 
HI IN US IN LO FI US IN LO FI US IN 
Benefits 
management 
HI FI US IN HI FI US IN LO FI US IN 
Information 
management 
HI FI US IN HI FI US IN LO FI US IN 
Change 
management 
HI FI US IN HI FIN US IN NE NE NE NE 
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ROW LEGEND 
SME Size: SM=Small, MED=Medium                            
Type: IT=IT service firm, NIT=Non-IT firm 
Leverage:  
HIGH=High leveraging of SaaS benefits         
MED=Medium leveraging of SaaS benefits            
LOW=Low leveraging of SaaS benefits 
COLUMN  LEGEND 
Exists: HI=High, LO=Low, NE=No evidence, Blank=Data was not 
available to decide whether or not applicable   
Level: IN=Identified at individual level, FI=Identified at firm level 
Function: US=Demonstrated by user functions, IT=Demonstrated 
by IT function, BO=Demonstrated by both     
Source: IN=Internally by SME, EX=Externally from intermediary 
or SaaS vendor 
 
The three medium size non-IT firms can be categorised into two distinct sets of 
SMEs. At the time of the study, Rentals had been using SaaS for only 2.5 years but 
had already implemented eight SaaS applications and also realised high success in 
SaaS use. In contrast, Manufacturer and Telecom had only implemented the Sales 
Cloud application as their primary SaaS application and had realised only moderate 
success (Manufacturer) or low success (Telecom). Rentals was using the eight 
different SaaS applications to perform 14 different tasks across end-to-end business 
processes (sales, marketing, property maintenance operations, customer services and 
corporate head office) although this firm had been using SaaS for a relatively short 
period of time (Table 6-4). The Rentals CDO’s ongoing evaluations of new Sales 
Cloud add-on applications such as Geopointe (for selecting new office locations 
based on market data on the property transactions), InsightSquared (for more details 
on business analytics) reflects the application of IS leadership and information 
management capabilities to address the strategic needs of this firm during post-
implementation use of Sales Cloud. Although Manufacturer had tried one Sales 
Cloud add-on application (Marketo), Telecom had only low success in SaaS use 
which could be attributed to the low existence of the IS leadership, benefits 
management and information management capabilities. In addition, Telecom did not 
have any evidence of managing the changes associated with SaaS use compared with 
the other two medium size firms (Rentals and Manufacturer). Rentals and 
Manufacturer demonstrated high managing change capability by: a) setting up user 
and access policies before SaaS implementations (Manufacturer), b) setting up in-
house experienced user-based training for Sales Cloud use (both Rentals and 
Manufacturer), and c) showing explicit management commitment (Rentals’ CDO 
and Manufacturer’s CR Manager). 
Based on these observations, this study reiterates that higher levels of IS 
leadership, information management and benefits management capabilities in SMEs 
can enable them to achieve moderate and high levels of success in leveraging SaaS 
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during post-implementation use. This study also posits that SMEs, particularly 
medium size firms, need the managing change capability during implementation and 
post-implementation use in order to achieve moderate and high levels of success in 
SaaS use.  
IS Capabilities in SMEs with High Success in SaaS Leveraging  
This section presents the findings on the analysis of IS capabilities across the three 
SMEs that demonstrated high leveraging of SaaS, namely, Rentals, Retail POS and 
CM-Software (Chapter 4, Figure 4.1). The ten shortlisted IS capabilities are 
categorised into two sets: the first set contains the six IS capabilities that were highly 
demonstrated by these three SMEs; the second set contains the remaining four IS 
capabilities that were not highly demonstrated in these firms. The purpose of this 
analysis is to identify if there is a specific set of capabilities that contribute towards 
high success in SaaS use (Table 6-12). 
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Table 6-12: IS capabilities in SMEs with high success in SaaS 
SME Rentals Retail POS CM-Software 
SIZE,  TYPE MED, NIT SM, IT SM, IT 
SaaS 
Leverage 
Success 
HIGH HIGH HIGH 
IS CAPA-
BILITY 
Exis
ts 
Lev
el 
Functi
on 
Sour
ce 
Exis
ts 
Lev
el 
Functi
on 
Sourc
e 
Exi 
sts 
Lev
el 
Functi
on 
Sourc
e 
IS leadership HI IN US IN HI FI US IN HI IN US IN 
Business 
systems 
thinking 
HI FI BO BO HI FI US IN HI FI US IN 
Making 
technology 
work 
HI FI BO BO HI FI US BO HI FI US BO 
Informed 
buying 
HI IN US IN HI FI US BO HI IN US IN 
Benefits 
management 
HI FI US IN HI FI US IN HI FI US IN 
Information 
management 
HI FI US IN HI FI US IN HI FI US IN 
ROW LEGEND 
SME Size: SM=Small, MED=Medium                            
Type: IT=IT service firm, NIT=Non-IT firm 
Leverage:  
HIGH=High leveraging of SaaS benefits         
MED=Medium leveraging of SaaS benefits            
LOW=Low leveraging of SaaS benefits 
COLUMN  LEGEND 
Exists: HI=High, LO=Low, NE=No evidence, Blank=Data was not 
available to decide whether or not applicable   
Level: IN=Identified at individual level, FI=Identified at firm level 
Function: US=Demonstrated by user functions, IT=Demonstrated 
by IT function, BO=Demonstrated by both     
Source: IN=Internally by SME, EX=Externally from intermediary 
or SaaS vendor 
 
The six IS capabilities demonstrated highly by all three firms with high 
leverage of SaaS were IS leadership, business systems thinking, making technology 
work, informed buying, benefits management and information management. IS 
leadership, informed buying, benefits management and information management 
were internal within these SMEs; hence, it is noted that investing and developing 
these capabilities within the firm can enable SMEs to use SaaS for high success. The 
business systems thinking and making technology work capabilities were both 
internal in these SMEs during the post-implementation use as well as externally 
sourced from a SaaS intermediary during implementation. Although these two 
capabilities were externally sourced, all three SMEs also demonstrated them 
internally during post-implementation use with the development of customised 
reports (all firms) and functional modules (contracting module by CM-Software). 
Hence, it is concluded that investment in the internal development of the business 
systems thinking and making technology work capabilities can enable the SME 
functional users to leverage the SaaS benefits to a high level.  
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IS Capabilities in SMEs with Medium to Low Success in SaaS Leveraging   
This section presents the findings on the same IS capabilities discussed in the 
previous section across the SaaS using SMEs with moderate success in SaaS 
leveraging (Optimise and Manufacturer) and low success in SaaS leveraging 
(Telecom). Table 6-13 provides the comparison of these SMEs. 
Table 6-13: IS capabilities in SMEs with moderate or low SaaS leveraging 
SME Optimise Manufacturer Telecom 
SIZE,  TYPE SM IT MED, NIT MED, NIT 
SaaS 
Leverage 
Success 
MEDIUM MEDIUM LOW 
IS CAPA-
BILITY 
Exis
ts 
Level Functi
on 
Sour
ce 
Exis
ts 
Level Functi
on 
Sour
ce 
Exis
ts 
Level Functi
on 
Sourc
e 
IS leadership HI FI US IN HI FI US IN LO FI BO IN 
Business 
systems 
thinking 
HI FI US IN HI IN US IN HI FI BO BO 
Making 
technology 
work 
LO FI US IN HI IN US IN LO FI IN BO 
Informed 
buying 
HI FI US IN LO FI US IN LO FI US IN 
Benefits 
management 
HI FI US IN HI FI US IN LO FI US IN 
Information 
management 
HI FI US IN HI FI US IN LO FI US IN 
ROW LEGEND 
SME size: SM=Small, MED=Medium                            
Type: IT=IT service firm, NIT=Non-IT firm 
Success: HIGH=High success in SaaS use, 
MED=Medium success in SaaS use, LOW=Low 
success in SaaS use 
COLUMN LEGEND 
Exists: HI=High, LO=Low, NE=No evidence, Blank=Data was not 
available to decide whether or not applicable   
Level: IN=Identified at individual level, FI=Identified at firm level 
Function: US=Demonstrated by user functions, IT=Demonstrated by 
IT function, BO=Demonstrated by both     
Source: IN=Internally by SME, EX=Externally from intermediary or 
SaaS vendor 
 
In these three firms, there was limited consistency in the demonstration of 
these six IS capabilities, which partially explains the moderate to low leveraging of 
SaaS. All three firms demonstrated a high level of business systems thinking 
capability. As identified above, user functions were responsible for the sourcing and 
leveraging of SaaS in these firms and that explains the high level of business systems 
thinking capability in these firms also. The IS leadership, benefits management and 
information management capabilities were only found to be high in the two firms 
with moderate leveraging of SaaS (Optimise and Manufacturer) and not in the firm 
with low leveraging of SaaS (Telecom). The informed buying capability was high in 
Optimise alone, and the making technology work capability was high in 
Manufacturer only. 
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One difference between these three SMEs and the SMEs with high SaaS 
leveraging success was related to the sourcing of the business systems thinking and 
making technology work capabilities. The two firms with a moderate success in SaaS 
leveraging (Optimise and Manufacturer) had sourced these two capabilities internally 
during their post-implementation use. However, the SMEs with high success in SaaS 
leveraging (Rentals, CM-Software and Retail POS) used an intermediary for the 
business systems thinking and making technology work capabilities for both 
implementation and post-implementation use. A comparison of the business systems 
thinking and making technology work capabilities across these five firms indicated 
that sourcing business systems thinking and making technology work capabilities 
from SaaS intermediaries can facilitate high success in SaaS leveraging. However, 
there are more capabilities associated with high success in SaaS leveraging, since 
Telecom had only low success despite sourcing these two capabilities from an 
intermediary. Telecom demonstrated low levels of IS leadership, benefits 
management and information management capabilities compared to the other five 
firms. The findings from the analysis of IS capabilities in SMEs with high, moderate 
and low levels of success in SaaS leverage are summarised as follows: 
 IS leadership, benefits management and information management capabilities can 
be considered as necessary for moderate to high success in SaaS leveraging. 
These capabilities are necessary since these: a) were always found to be internal 
in these SME cases, and b) were demonstrated highly by five of the SMEs in this 
study with moderate to high success in SaaS leveraging, and c) Telecom had 
realised only low success in SaaS leveraging, with limited evidence of these 
capabilities. 
 Business systems thinking and making technology work capabilities are also 
necessary for successful leveraging of SaaS. These capabilities are identified as 
necessary since these: a) are always required for configuration and customisation 
activities during SaaS implementation and post-implementation use, and b) can 
be sourced internally or externally from SaaS intermediaries. 
 Informed buying was the sourcing capability demonstrated highly by the three 
SMEs with high levels of SaaS success (Rentals, Retail POS and CM-Software) 
and one SME with a moderate level of SaaS success (Optimise). In addition, the 
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informed buying capability was sourced internally by all six firms. Hence, it is 
also identified as a necessary IS capability for SMEs’ success in leveraging SaaS. 
The findings from a comparison of IS capabilities in the SME with highest 
success in SaaS leveraging (Rentals) and the SME with the lowest success in SaaS 
leveraging (Telecom) are presented next. 
IS Capabilities in SMEs with Highest and Lowest Success in SaaS Leveraging 
Table 6-14 summarises the comparison of IS capabilities in the case with the highest 
level of success in SaaS leveraging (Rentals) with the SME that had the lowest 
success. Both firms had been using SaaS for around three years. 
Table 6-14: IS capabilities in SMEs with highest and lowest SaaS leveraging success 
SME Rentals Telecom 
SIZE,  TYPE MED, NIT MED, NIT 
SaaS Leverage Success HIGH LOW 
IS CAPABILITY Exists Level Function Source Exists Level Function Source 
IS leadership HI IN US IN LO FI BO IN 
Business systems thinking HI FI BO BO HI FI BO BO 
Making technology work HI FI BO BO LO FI IN BO 
Informed buying HI IN US IN LO FI US IN 
Benefits management HI FI US IN LO FI US IN 
Information management HI FI US IN LO FI US IN 
ROW LEGEND 
SME Size: SM=Small, MED=Medium                            
Type: IT=IT service firm, NIT=Non-IT firm 
Success: HIGH=High success in SaaS use                    
MED=Medium success in SaaS use                                              
LOW=Low success in SaaS use 
COLUMN  LEGEND 
Exists: HI=High, LO=Low, NE=No evidence, Blank=Data 
was not available to decide whether or not applicable   
Level: IN=Identified at individual level, FI=Identified at firm 
level 
Function: US=Demonstrated by user functions, 
IT=Demonstrated by IT function, BO=Demonstrated by both     
Source: IN=Internally by SME, EX=Externally from 
intermediary or SaaS vendor 
 
Among the SMEs, Rentals had the highest level of SaaS success (Figure 6-1). 
Compared to Telecom – which had the lowest level of SaaS success – Rentals 
demonstrated a larger number of IS capabilities highly, namely, IS leadership, 
business systems thinking, making technology work, informed buying, benefits 
management and information management. The business systems thinking capability 
was the only capability that existed at a high level in both firms. Hence, this 
comparison reconfirms the earlier findings that: 
 IS leadership, benefits management, information management and informed 
buying capabilities are necessary in order for SMEs to have high success in SaaS 
leveraging.  
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 Business systems thinking and making technology work capabilities are also 
necessary capabilities for SMEs’ successful leveraging of SaaS. 
The next section presents the findings from the cross-case analysis of SaaS 
intermediary firms in terms of the IS capabilities that they delivered to SME 
customers for leveraging SaaS. 
IS Capabilities Externally Sourced from SaaS Intermediaries  
This section provides a descriptive summary of the IS capabilities provided by three 
SaaS intermediaries to their SME customers. The column level indicators (Yes or 
No) in Table 6-15 identify if the intermediary-provided IS capabilities were used 
during the implementation (i.e. sourcing) and during the post-implementation use 
(i.e. leveraging). As identified in Table 6-15, architecture planning, business systems 
thinking, making technology work and information management were the four IS 
capabilities provided by SaaS intermediaries to their SME customers. The 
intermediary-based analysis of these IS capabilities provides data for the 
triangulation of the externally sourced IS capabilities identified during the SME 
cross-case analysis in the previous section (Section 6.3.2).   
Table 6-15: IS capabilities offered to SMEs by SaaS intermediaries 
IS Capability 
Offered to SMEs 
SaaS Intermediary 
Alpha Beta Delta 
Sourcing Leveraging Sourcing Leveraging Sourcing Leveraging 
Architecture 
planning 
YES NO NO NO YES NO 
Business systems 
thinking 
YES YES YES NO Yes YES 
Making technology 
work 
YES YES YES YES YES YES 
Information 
management 
YES YES YES YES YES YES 
 
Making technology work and information management were the two IS 
capabilities offered by all three intermediaries to SME customers. The need for 
SMEs to source the making technology work capability externally is supported by 
factors such as the limited knowledge and skills of SMEs in regard to the use of new 
technologies (e-commerce and SaaS) (Haselmann and Vossen 2011; Scupola 2009). 
The same finding conforms with the SME cross-case analysis findings on the IS 
capabilities that were externally sourced by five of the six SMEs in this study for 
SaaS implementation (Section 6.3.2).  
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External sourcing of the information management capability was an 
unexpected finding from the intermediaries’ description of the SMEs’ needs for data 
quality and sovereignty and how these needs were met by their services. The 
intermediary Delta offered data cleansing and data sovereignty (keeping the data 
within the local geography) as additional service options for its SME customers. 
Delta extended its core SaaS service offerings with data cleansing and data 
sovereignty solutions to minimise the data-related security and reporting issues. 
When asked about why data cleansing was important for its SME customers, the 
Managing Director answered:  
“They do not cleanse it thoroughly and reports do not run correctly and 
then we go and investigate it to find that the field is numeric field and 
they have alpha characters in it. It is a very common issue. We sort of 
mandate that (i.e. data conversions). What tends to happen is that 
people try to do it themselves, and ends up very very messy. We say to 
them, you have to let us do that properly. Because rubbish in rubbish 
out.”  
Similarly, the Vice-President of Alpha explained the dual effects of data 
management services in the SME context. To the question on how data-related 
services can help SMEs, the Vice-President answered:  
“Data entry. It’s a very high level comment, I know. But it’s not 
something that you’d ever metricate being in a small, medium 
enterprise. But if you were to measure the amount of time that you 
rekey or re-enter and then correct information that you actually already 
know, I think that’s probably the biggest area, where people are 
making gains. It’s not the sexy stuff, it’s not social, it’s not, you know, 
it’s not automated workflow. It’s simply data reuse. And it’s the, you 
know, the old equation of the cost of poor quality.” 
In addition to the migration of data to vendor-hosted hardware, the SaaS 
intermediaries performed activities to ensure the security and accuracy of the data 
maintained within the SaaS application used by the SME users. This was a new 
insight as the six SME cases did not explicitly identify the information management 
capability as one of the capabilities being sourced externally. However, based on the 
observations made by both Alpha and Delta on the data quality and data-related 
efficiencies for SMEs, information management is a critical management capability 
for the SME leveraging of SaaS. This analysis also revealed that the information 
management capability was always sourced internally by these six SMEs, which 
differs from the findings from the SaaS intermediary analysis. 
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The architecture planning capability was identified in both Alpha and Delta as 
part of their service requirement specification activities with SME customers. Both 
intermediaries explained their extended upfront requirement gathering processes and 
explained how that activity provides them with a strategic and holistic understanding 
of the SME’s current and future business needs for SaaS applications. By addressing 
these needs with a SaaS roadmap (Delta) and phased implementation of SaaS 
applications (Alpha), both intermediaries provided the architecture planning 
capability to the SME customers that were sourcing SaaS for future benefits. It is 
noted that, among the six SME cases, the architecture planning capability was 
demonstrated at a low level by four of the firms. 
 The business systems thinking capability was offered by all three 
intermediaries to their SME customers. The owner of Beta indicated that he was not 
keen to have long-term engagements (either with SMEs or large enterprises) in terms 
of providing dedicated resources. This was due to the limited number of Salesforce 
knowledge-based human resources in his firm. However, both Alpha and Delta 
provided customisation activities to their SME customers through relationships based 
on multi-year contracts. The cross-case analysis of SMEs also identified business 
systems thinking as a capability required for the successful leveraging of SaaS. This 
is a critical IS capability that can be either developed in-house or sourced externally 
from SaaS intermediaries. 
Although the resources and partnerships of the intermediaries can vary 
significantly, all the intermediary firms provided the same four IS capabilities to their 
SME customers, namely, architecture planning, business systems thinking, making 
technology work and information management. The size of the target SME customer 
segments (micro and small enterprises for Beta; small, medium and large enterprises 
for Delta; and medium and large enterprises for Alpha), and the customer orientation 
(transactional for Beta versus relational for Alpha and Delta) were the key 
differentiating factors on the demand side among these SaaS intermediaries. The 
following points summarise the cross-case analysis findings related to the IS 
capabilities offered by three SaaS intermediaries (Alpha, Beta and Delta) to their 
SME customers: 
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 All SaaS intermediaries provided business systems thinking, making technology 
work and information management capabilities to help SMEs source and 
leverage SaaS. 
 Large SaaS intermediaries can provide the architecture planning capability to 
enable SMEs to use SaaS to achieve strategic orientation and business objectives. 
This is an important insight considering there was only limited evidence of the 
architecture planning capability within the six SME cases. 
6.3.4 Cross-Case Analysis Findings on IS Capabilities 
Based on the case-oriented and variable-oriented analyses observations (Sections 
6.3.1, 6.3.2 and 6.3.4), this section summarises the findings on the IS capabilities 
demonstrated by these SMEs for SaaS use and benefits. The following findings 
informed the creation of the shortlist of IS capabilities required by SMEs for 
successful sourcing and leveraging of SaaS (Table 6-16): 
 IS leadership, benefits management, information management and managing 
change capabilities are the necessary IS capabilities (based on management 
users’ activities in these six SMEs) in order for SMEs to realise benefits from 
SaaS use during the post-implementation stage.  
 Architecture planning, business systems thinking and making technology work 
capabilities are the necessary IS capabilities (based on operational users’ 
activities during post-implementation use of SaaS and IT intermediaries’ 
activities during SaaS implementation). 
o SMEs can also choose to internally source these three IS capabilities 
during SaaS implementation (as demonstrated by Optimise). 
o However, based on the evidence that: a) two other IT SMEs (CM-
Software and Retail POS) had realised high success in SaaS leveraging by 
externally sourcing these capabilities for complex customisations, and b) 
Optimise had realised only moderate success by sourcing all IS 
capabilities internally, this study posits that sourcing these capabilities 
from the intermediaries during initial implementation can enable SMEs to 
leverage SaaS with high success. This finding is supported by the high 
success in SaaS leveraging observed in Rentals. 
 Informed buying and contract facilitation are the only two necessary IS 
capabilities related to the establishment of contracts for SaaS implementation. 
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o The technical benefits inherent in the SaaS model, namely, total cost of 
ownership reduction or elimination of capital costs involved in purchasing 
hardware and software, ease of access to these applications over the 
internet, ease of conducting experiments with trial periods (as shown by 
Rentals, Retail POS and Manufacturer) may be the factors behind the 
need for only two IS capabilities compared with the four capabilities 
identified in the a-priori model. 
 SaaS embeddedness and managing change are required by these SMEs during 
implementation and post-implementation for high and medium levels of SaaS 
leveraging success.  
 Project management, relationship building, contract monitoring and vendor 
development are identified as the capabilities that may not be required for SMEs’ 
successful leveraging of SaaS.  
Table 6-16 presents the IS capabilities (a-posteriori model) that are needed by 
SMEs for sourcing and leveraging SaaS. 
Table 6-16: A-posteriori list of IS capabilities needed by SMEs’ success with SaaS 
No. IS 
Capability   
For Sourcing and Leveraging SaaS 
in SMEs 
Cross-Case Analysis Observations 
1. IS leadership Integrate SaaS efforts with business 
purpose and activity 
Can be demonstrated by user functional 
managers in SMEs during post-
implementation use 
2. Business 
systems 
thinking 
Envision the business process that SaaS 
makes possible 
Can be demonstrated by both IS and 
functional users during implementation and 
post-implementation use 
3. Architecture 
planning 
Create a coherent roadmap of software 
platforms that respond to current and 
future business needs 
Limited evidence in SMEs but SaaS 
intermediaries demonstrated this capability 
during SaaS implementation  
4. Making 
technology 
work 
Achieve optimal use of SaaS through 
initial and ongoing configuration and 
customisation 
Includes customisation and configuration 
tasks to address long-term business 
requirements during SaaS implementation 
and post-implementation use 
5. Informed 
buying 
Manage SaaS sourcing activity to 
address the current and future business 
needs 
Five SMEs sourced SaaS for cost savings 
and reporting reasons during SaaS 
implementation 
6. Contract 
facilitation 
Ensure success of existing contracts for 
SaaS applications 
Limited significance due to relatively low 
amounts of contractual value compared with 
large-scale outsourcing; required for SaaS 
implementation 
7. Benefits 
management 
Plan for specific benefits with SaaS; 
monitoring, measuring and evaluating 
SaaS use and benefits 
Integration of benefits planning, delivery 
and realisation management activities for 
business benefits during implementation and 
post-implementation use 
8. Change 
management 
Ensure the process and structure 
changes necessary to maximise SaaS 
use and benefits without negative 
impacts 
Includes the functional user job 
characteristic changes, business process 
changes, structural changes associated with 
SaaS use during implementation and post-
implementation use 
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No. IS 
Capability   
For Sourcing and Leveraging SaaS 
in SMEs 
Cross-Case Analysis Observations 
9 Information 
management 
Create and provide information to users 
with appropriate levels of accuracy, 
timeliness and reliability 
Can enhance the reach and range of 
informational value for SMEs with SaaS 
implementation and post-implementation 
use with data consolidation and integration 
10 SaaS 
embeddedne
ss  
Design, develop or deliver new 
business services based on SaaS as the 
underlying mechanism and ability to 
transform into a SaaS service provider 
New capability which identifies SMEs’ 
ability to create new products and services 
based on extended use experience with SaaS 
mode during post-implementation stage 
6.4 ORGANISATIONAL COMPLEMENTARITIES IN SMES 
This section presents the cross-case analysis of SME complementarities identified 
across the six SME cases. The findings are presented in two sections. The first 
section presents an analysis of all the identified complementarities across the six 
SMEs to determine the similarities and differences. The second section presents the 
findings from the pattern analysis of how the complementarities were distributed 
between the individual and firm level in these six firms. The complementarities 
cross-case analysis findings provide insights regarding: a) the SME 
complementarities that are needed by SMEs, b) the level of association for the 
complementarities (individual or firm), and c) the relationship between IS 
capabilities and SME complementarities during the initial implementation and post-
implementation use. 
6.4.1 SMEs’ Complementarities: Variable-Oriented Analysis 
Table 6-17 provides a complete list of the ten complementarities identified from the 
within-case analysis of the six SMEs. The table indicates the size of the SME (small 
or medium), SME type (IT or non-IT firm) and whether the SME had achieved high, 
medium (moderate) or low levels of success in SaaS leveraging based on the findings 
from the use and benefits analysis shown in Figure 6.1. The table also shows the 
existence and level characteristics for each of the 10 SME complementarities based 
on the descriptive findings from the within-case analysis reported in Chapter 4.
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Table 6-17: SME complementarities 
`  COMPLEMENTARITIES CROSS-CASE ANALYSIS  
Rentals Retail POS CM-Software Optimise Manufacturer Telecom 
SME SIZE   
& TYPE 
MED 
NIT 
SM 
IT 
SM 
IT 
SM  
IT 
MED 
NIT 
MED 
NIT 
SaaS LEVERAGE 
SUCCESS 
HIGH HIGH HIGH MEDIUM MEDIUM LOW 
 Complementarities Exists Level Exists Level Exists Level Exists Level Exists Level Exists Level 
Strategic orientation YES FI YES FI YES FI YES FI YES FI YES FI 
Process orientation YES FI YES FI YES FI YES FI YES FI NO NO 
Organisational 
adaptation 
YES FI YES FI YES FI YES FI YES FI NO NO 
Distributed workforce YES FI YES FI YES FI YES FI YES FI YES FI 
Opportunity-based 
partnerships 
NO NO NO NO NO NO NO NO NO NO YES FI 
Prior outsourcing 
knowledge 
YES FI NO NO YES FI NO NO NO NO YES FI 
Individual expertise YES IN YES IN YES IN Yes IN YES IN YES IN 
Learning about and by 
doing 
YES IN YES IN YES IN Yes IN YES IN NO NO 
Knowledge sharing YES FI NO NO NO NO NO NO YES IN NO NO 
Boundary spanners NO NO YES IN YES IN NO NO YES IN NO NO 
ROW LEVEL LEGEND 
SME SIZE & TYPE:    SM=Small, MED=Medium 
                                       IT=IT service firm,  NIT=Non-IT firm 
SUCCESS:                    HIGH=High success with SaaS use      
                                      MED=Medium success with SaaS use                                              
                                      LOW=Low success with SaaS use 
COLUMN  LEVEL LEGEND 
Exists: YES=Found specific examples, NO=No evidence, Blank=Data was not 
available to decide or not applicable   
Level: IN=Identified at individual level, FI=Identified at firm level  
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This analysis presents a brief review of each of the complementarities across 
the six SME cases. This study identifies the human and business resources (Powell 
and Dent-Micallef 1997) that existed in the SME before SaaS implementation and 
that also demonstrated a relationship to the IS capabilities (from Section 6-3) during 
SaaS implementation and post-implementation use. SME complementarities can be 
associated with the individual-level or firm-level resources. This list of 
complementarities include: a) strategic orientation, process orientation, 
organisational adaptation, distributed workforce, prior outsourcing experience and 
opportunity-based partnerships at the firm level, and b) individual expertise, 
boundary spanners, learning about and by doing, and knowledge sharing at the 
individual level. The data observations and the associations at firm-level and 
individual-level complementarities are given in Table 6-18. The level of association 
of the complementarities is based on the association of specific human resources 
with the individual level and business resources with the firm level. The theoretical 
foundations underlying some of these complementarities (strategic orientation, 
organisational adaptations, individual expertise, learning about and by doing, 
knowledge sharing) were discussed in Chapter 3 (Table 3-12). 
Table 6-18: Data associations with SME complementarities 
Level Complementarity Data Observations in SMEs Demonstrated by SMEs 
Firm Strategic 
orientation 
1. Financial growth targets  
2. Competitive analysis of lost 
opportunities   
3. Growth with new services  
4. Customer service 
improvements  
1. All SMEs 
2. Manufacturing and 
Retail 
3. Optimise and CM-
Software 
4. Rentals, Retail POS 
 Process 
orientation 
1. Documented process models  
2. ISO 9001 quality  
certifications  
3. Production planning based on 
sales visibility 
1. Rentals, Manufacturer 
2. Manufacturer 
 
3. Manufacturer 
 
 Organisational 
adaptation 
1. Willingness to change  
 
 
2. Managing the change with 
governance  
3. Enterprise-wide adoption of 
SaaS application 
1. Rentals, Retail POS, 
Manufacturer, CM-
Software and Optimise 
2. Manufacturer and 
Rentals 
3. Retail POS, CM-
Software, Optimise and 
Rentals 
 Distributed 
workforce 
1. Global operations  
 
2. Australia-wide operations  
3. Cities across one state  
1. Manufacturer, CM-
Software, Retail POS 
2. Optimise, Telecom  
3. Rentals 
 Prior outsourcing 
knowledge 
1. Already using external 
resources for IT services 
before sourcing SaaS  
1. Rentals, Manufacturer, 
Telecom, CM-Software 
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Level Complementarity Data Observations in SMEs Demonstrated by SMEs 
Individual  Expertise (skills, 
knowledge) 
1. Past experience-based skills 
2. Technology expertise  
 
 
3. Functional expertise   
1. All participants 
2. All IT SME 
participants and CR 
Manager in 
Manufacturer  
3. Manufacturer CRM 
administrator (20 years 
of experience), Rentals’ 
CDO sales experience, 
and Retail POS COO’s 
operational experience  
 Learning about 
and by doing  
1. Limited vendor-provided 
training for using SaaS    
 
2. Using trial and error methods 
to learn the features of SaaS 
applications  
 
3. Willing to experiment and 
trial the new unproven SaaS 
applications and add-on 
solutions  
1. Rentals’ CDO, Retail 
POS managers, MD of 
CM-Software  
2. All SMEs and users 
 
 
3. Rentals (Geopointe), 
Retail POS (customer 
survey tools), 
Manufacturer 
(duplicates catching 
utility), Optimise 
(timesheet entry 
application),  
Telecom (trial of 
Moodle for online 
learning activities), 
CM-Software (Vzaar 
for video sharing) 
 Knowledge 
sharing 
1. Creating reusable artefacts  
2. Sharing of knowledge 
through customised training   
1. Manufacturer 
2. Manufacturer, Rentals 
 Boundary 
spanners 
Performing functional  
(marketing, sales and support 
activities) and SaaS technology 
activities (configuring, 
customising, report writing) as 
part of daily routines 
Retail POS, CM-Software 
(functional managers) 
 
Next, each complementarity is discussed briefly with specific examples from 
the cases to describe how the complementarities are working in conjunction with IS 
capabilities.   
Strategic Orientation 
All six firms provided specific information related to the strategic orientation of their 
firm. SMEs can decide to sourcing SaaS based on their short-term goals (growth 
targets for the next year in all firms) and on their long-term plans (addressing the 
optimisation needs in the SME marketplace in Optimise, changing the business 
model to address the rental property investor needs in Rentals). When the CDO of 
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Rentals explained the reasons for using SaaS, he said: “We’re very much forward 
thinking and looking at, not going to the next step, but what we need to put in place 
for 10 steps down the track”. CM-Software planned to offer its custom-developed 
Salesforce objects through a community forum where it can exchange its objects 
with other custom object developers without using the vendor offerings in the 
marketplace. He explained this goal as follows:  
“We have spoken about opening up Salesforce-type contractor.., 
particularly now with the new communities. They have customer 
communities and partner communities and it allows you to create like a 
partner, you can create a partner portal. And that gives the partners 
access to those objects we need, or they need. So I think that whole 
sharing model is very interesting. That's something we're looking at 
doing in 2014.”   
In this example, this SME was considering to offer Salesforce-related services 
by exchanging its custom-developed objects – a move that was entirely based on the 
firm’s experience with the Salesforce Sales Cloud application. This reflects the 
mutually reinforcing effect of IS capability (SaaS embeddedness in this firm), which 
can contribute to the establishment of a strategic goal for the firm. Based on such 
demonstrations across other cases, strategic orientation is identified as one of the 
required complementarities for SMEs’ successful leveraging of SaaS. 
Process Orientation  
The process orientation complementarity was explicit in two SMEs (Manufacturer 
and Rentals). The absence of process orientation in small IS/IT firms like Optimise 
and the associated impact was also highlighted by the CEO of Optimise who had 
taken the CEO role from a large firm. There was also more explicit evidence of 
process orientation in the medium size non-IT firms compared to the small IT firms. 
Despite the implicit process orientation in Retail POS and CM-Software, they had 
realised strategic benefits by using SaaS for more than 10 tasks across their firms’ 
processes. These two firms have only a small number of employees (10 in CM-
Software and 15 in Retail POS) but with process-orientated adoption, they were able 
to leverage SaaS highly, similar to the medium size firms (Rentals and Manufacturer) 
that had the explicit process documentation. The Customer Service Manager in CM-
Software explained how the firm developed custom objects to streamline its support 
processes as follows:  
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“We’ve got a few integration projects that we’re doing in-house just 
to streamline our own business process. And by custom development 
projects I just mean basically mapping our own business processes 
into Salesforce, more so around our support.”  
 Based on this evidence, process orientation is identified as one of the 
complementarities demonstrated by SMEs that were successfully leveraging SaaS. 
Organisational Adaptation 
The organisational adaptation complementarity was shown by five SMEs that had 
high or medium success in SaaS use. Willingness to change and take the necessary 
actions to accomplish the change is an important complementary required for SMEs 
to leverage SaaS. The need for employees and firms to be able to adapt to the 
environmental demands was best summarised by the CDO in Rentals who 
highlighted the need for his employees to be adaptive to change as follows:  
“We realise from a business point of view that to continue to grow, but 
also to position ourselves ahead of the competition, we as an 
organisation have to go through some changes. So as an organisation 
we’ve got to be adaptive to change, and if you’re not receptive to that 
unfortunately longer term there’s probably not that many positions 
within organisation.”  
The same view was expressed by the MD of CM-Software who explained that 
this complementarity was important beyond its relevance to the use of SaaS:  
“Willingness to change, willingness to adopt as well 'cause there is a 
lot of stuff that you can do that's not common knowledge out there 
because it's all quite new…. It is a different paradigm. I think one of 
the hardest things is that people are just used to what they're used to. 
And they're resistant to change. I don't think that's related again to 
SaaS. It's just change.”  
The lack of organisational adaptation could be limiting an SME from 
leveraging all the potential benefits from SaaS, as seen in the Telecom case. While 
discussing the reasons for the issues faced in using Salesforce SaaS by its sales 
operations, the senior Business Analyst from Telecom stated: “we had a choice 
between changing people’s behaviours about our sales process and trying to make 
Salesforce fit to our sales process and we did the latter, mostly”. Telecom was the 
only firm that had leveraged SaaS at a low level compared to the other five firms. 
Hence, it is concluded that organisational adaptation is a necessary firm-level 
complementarity for SMEs that are leveraging SaaS. 
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Organisational adaptation in SMEs differs from the managing change IS 
capability identified in Section 6.2. The managing change capability is about setting 
up enabling processes for identifying the need for change (which could originate 
externally as in the recognition of customer demographic changes by Rentals or 
internally as in the recognition of the need for a consolidated and consistent view of 
global sales operations by the Chairman in Manufacturer) and initiating the necessary 
changes through specific investments (including setting up of ongoing training for 
operational users and setting up structures to carry out the changes such as the CRM 
team in Manufacturer, the CDO in Rentals and offshore arrangements by CM-
Software). The impact on the SMEs’ organisational adaptations can include user 
adaptations (functional users’ ability to make technology changes), enabling process 
changes (new training routines, leads tracking in Rentals) and structural changes (for 
creating and delivering new products and services in Optimise and CM-Software). 
Hence, this research posits that organisational adaptation demonstrates a mutually 
reinforcing relationship with the managing change capability. It is therefore 
concluded that organisational adaptation is a necessary complementarity that is 
enabled by the managing change capability in SMEs with high and medium success 
in leveraging SaaS. 
Distributed Workforce 
The distributed workforce complementarity varied significantly across the six SMEs. 
CM-Software was the smallest IT firm with only 10 employees, but the employees 
were distributed across four countries to provide onsite support for the firm’s Fortune 
100 customers. Similarly, the sales team in Manufacturer was distributed across 13 
countries. The technology benefits of the SaaS model (e.g. accessibility through the 
internet and 7*24 availability) enabled these SMEs to interact consistently with the 
globally distributed workforce. Rentals had only five offices in one state but it also 
leveraged SaaS at a high level of success through increased collaboration and 
communications by using SaaS. Hence, distributed workforce is identified in this 
study as a complementarity which is not necessarily required for leveraging SaaS but 
which can be leveraged by sourcing SaaS. This is an example of how SME 
complementarities can also be enhanced by SMEs’ leveraging of SaaS.   
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Prior Outsourcing Knowledge 
Prior outsourcing knowledge was evidenced in four SME firms (Rentals, Telecom, 
CM-Software and Manufacturer). Two of the firms (Rentals and Telecom) were 
using external service providers with multiple year contracts and the other two firms 
(CM-Software and Manufacturer) had task-based selected outsourcing experience in 
the past. This information was collected from the SMEs by asking if SaaS sourcing 
was their first external sourcing experience or if they had already outsourced IT 
services before. The subsequent analysis of the SaaS sourcing and leveraging 
processes within these SMEs did not provide any evidence to indicate that prior 
outsourcing knowledge had helped some of these firms to leverage SaaS more than 
others. In addition, Retail POS which was one of the SMEs that leveraged SaaS 
highly did not have any outsourcing experience before Salesforce use. Optimise was 
another firm that did not have prior outsourcing experience even though it was 
sourcing a high number of SaaS applications. Based on this evidence, it is concluded 
that prior outsourcing knowledge is an optional complementarity and is not a 
required complementarity for SMEs’ leveraging of SaaS.   
Individual Expertise 
The individual expertise complementarity (skills, knowledge and experience) 
(Peppard and Ward 2004) was evidenced in all six SMEs in terms of how the 
expertise of the SMEs’ employees was contributing to the SMEs’ successful 
leveraging of SaaS. This complementarity includes the skills (e.g. the project 
management skills of the Retail POS COO, the programming and digital marketing 
skills of the Marketing Manager in Optimise) and knowledge (the networking 
knowledge of the CR Manager in Manufacturer, the sales knowledge of the CDO in 
Rentals) of the individual employees that contribute towards the successful use of 
SaaS for benefits. In particular, the technology skills demonstrated by the functional 
users in the three small IT firms and in Manufacturer contributed towards addressing 
the day-to-day configuration and customisation of SaaS applications. In other words, 
individual knowledge can contribute to the making technology work capability. 
Similarly, the past sales experience of the CDO in Rentals allowed him to plan the 
necessary changes and determine how the SaaS applications should be implemented 
in the firm’s processes so that the executive team can have full visibility of sales 
operations.  
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The CDO of Rentals explained how his past experiences helped him to design 
the processes for using Sales Cloud in the business development managers’ routines: 
“I’ve been in those roles previously within the organisation. At the 
customer engagement side of things and so forth. So I’m still, you 
know, when I go through a design process or it’s very much looking 
how I used to do things and probably not quite doing enough work 
with our staff to see, righto, if we do it like this, what’s the effect on it 
going to be and how they interact and so forth now.”   
 Thus the individual expertise resulting from their past experience (sales 
experience of CDO) and knowledge (IT skills of marketing and sales managers in 
Retail POS) can contribute the business systems thinking and making technology 
work capabilities for successful leveraging of SaaS. Hence, individual expertise is 
identified in this study as one of the complementarities required for SMEs’ 
successful leveraging of SaaS. 
Learning About and By Doing 
The learning about and by doing complementarity (Wang and Ramiller 2009) was 
evidenced in five of the six SMEs (Rentals, Retail POS, CM-Software, Optimise and 
Manufacturer). Learning within the context of this study has two dimensions, 
namely, learning about SaaS applications before purchase and learning by 
experimenting with SaaS.  
In terms of SaaS use, SMEs can gain knowledge about what a SaaS application 
can do for them from vendors’ websites, local user group meetings, trial version 
downloads and the vast amount of information available in public forums. Hence, the 
SME users tend to learn about SaaS applications before establishing the contracts 
particularly in SMEs with little known SaaS applications. The CDO in Rentals was 
trialling the Geopointe application for identifying potential geographic regions for 
setting up the firm’s next physical office location. The evaluation of the customer 
survey tools by the Support Manager in Retail POS was another example of learning 
about a SaaS application by the individual users before the contracts were signed for 
subscribing to a particular SaaS application.   
The second set of learning involves activities after the contract sign-off process 
has been completed. Firstly, the intermediaries who implemented the SaaS 
application for the SME can educate staff on the administration activities for the key 
users (examples given by Beta and Rentals). Secondly, the SaaS vendors can release 
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new features with higher frequency (e.g. Salesforce SaaS makes three releases of its 
applications in a calendar year) than the traditional enterprise software (with a new 
release once every two to three years). Hence, as demonstrated by Manufacturer and 
Rentals (using Chatter for collaboration and social communication with Office 365), 
learning by doing (i.e. using the subscribed SaaS application) can occur to gain the 
knowledge about how to use new features and options. In addition, the employees’ 
effort and willingness to learn about SaaS can enable SMEs to realise high SaaS 
benefits as evidenced in the Marketing Manager’s efforts in Retail POS. The COO 
discussed how the marketing manager spent extended hours at work in order to learn 
more about Salesforce. The COO described the learning behaviour of this marketing 
manager (who had done most of the customisation) work as follows:   
“Kristy used to do a lot, like even afterhours. If she had to do 
something that she wasn’t quite sure, they’ve got really good training 
videos and things and that, study at night time. She’d study the you 
know, the tutorials and stuff and little videos and things.” 
Such evidence indicates that learning about and by doing is an important 
complementarity for SME success in leveraging SaaS. The vast number of SaaS 
applications in the marketplace and the frequency of software releases by SaaS 
vendors reinforce the need for the learning about and by doing complementarity in 
SMEs. Hence, it is concluded that the learning about and by doing complementarity 
among SME employees is required during the implementation and post-
implementation use of SaaS in order for SMEs to leverage the benefits. 
Knowledge Sharing 
The knowledge sharing complementarity was evident only in Manufacturer and 
Rentals. The CR Manager in Manufacturer was an IT networking expert before 
taking up the CR Manager role as part of the sales team. With an IT background and 
knowledge, she created tips and tricks videos to enable the sales team to use the most 
recent release features offered by Salesforce in line with the frequent releases. She 
also regularly shared her Salesforce knowledge about using specific techniques and 
implementing Salesforce features with the participants of local user group meetings. 
The Rentals’ CDO explained that he used the in-house experts to share the 
customised Salesforce sales processes with the new business development managers. 
There was no explicit evidence related to the knowledge artefacts in Rentals, whereas 
in Manufacturer specific documentation was available. Considering the limited 
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evidence of the knowledge sharing complementarity in the six cases, it is concluded 
that the knowledge sharing complementarity may not be required for the successful 
leverage of SaaS by SMEs. 
Boundary Spanners 
Boundary spanning activities were demonstrated by the individuals who were doing 
both technology-related activities (SaaS configuration, programming and reports 
creation) and functional responsibilities (marketing activities, customer support or 
user training activities) at the same time. These individuals were more evident in 
small IT firms than medium size non-IT firms. As the employees of small IT firms 
had the past technology work experience, most of them demonstrated the application 
development skills required for configuration and customisation of SaaS 
applications. The one exception was the CR Manager in Manufacturer who was 
responsible for the functional role but demonstrated development capabilities based 
on her past experiences in an IT function. Based on these findings, it is concluded 
that the boundary spanner complementarity is a useful but not always necessary 
complementarity for SMEs’ successful leverage of SaaS.  
The following insights were drawn from the analysis of complementarities 
across the six SME firms: 
 Strategic orientation and organisational adaptation are firm-level 
complementarities needed by SMEs for highly successful leveraging of SaaS. 
 Individual expertise and learning about and by doing are individual-level 
complementarities needed by SMEs for successful leveraging of SaaS. 
 Distributed workforce is a complementarity that can benefit from the use of SaaS 
due to 7*24 availability and accessibility of information in the SaaS model. 
 Although process orientation was evidenced in five SMEs, it is not considered as 
a necessary complementarity.  
o This complementarity was only implicit in the three IT firms but two of 
them still had very high success in leveraging SaaS (Retail POS and CM-
Software); in addition, SaaS enables the disaggregation of tasks (Susarla 
et al. 2009) which may not be realisable with process orientation. 
 Boundary spanners, knowledge sharing and prior outsourcing knowledge are not 
necessarily required complementarities for SMEs’ leveraging of SaaS. 
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 Opportunity-based partnership is not considered as a required complementarity 
for SMEs’ successful leveraging of SaaS.  
6.4.2 SME Complementarities: Case-Oriented Analysis 
SMEs with High Success in SaaS Leveraging  
This section presents the patterns of complementarities identified across the three 
SMEs that had high success in SaaS leveraging (Rentals, Retail POS and CM-
Software). This analysis is focused only on the SME complementarities that were 
identified as either required or desirable. It excludes the distributed workforce and 
opportunity-based partnership complementarities. Table 6-19 summarises the 
analysis. 
Table 6-19: Complementarities in SMEs with high leveraging of SaaS 
SME Rentals Retail POS CM-Software 
SIZE & TYPE  MED, NIT SM, IT SM, IT 
SaaS LEVERAGE SUCCESS HIGH HIGH HIGH 
 Complementarity Exists Level Exists Level Exists Level 
Strategic orientation YES FI YES FI YES FI 
Process orientation YES FI YES FI YES FI 
Organisational adaptation YES FI YES FI YES FI 
Prior outsourcing knowledge YES FI NO NO YES FI 
Individual expertise YES IN YES IN YES IN 
Learning about and by doing YES IN YES IN YES IN 
Distributed workforce YES FI YES FI YES FI 
Boundary spanners NO NO YES IN YES IN 
Knowledge sharing NO NO NO NO NO NO 
Opportunity partnerships NO NO NO NO NO NO 
ROW LEGEND 
SME SIZE:  SM=Small, MED=Medium                            
TYPE: IT=IT service firm, NIT=Non-IT firm 
LEVERAGE: HIGH=High leveraging of SaaS          
MED=Moderate leveraging of SaaS                                              
LOW=Low leveraging of SaaS 
COLUMN  LEGEND 
            FI=Firm level   
            IN=Individual level 
       Blank=No data applicable 
 
 Strategic orientation and organisational adaptation were the only two firm-level 
complementarities demonstrated by all three SMEs. In terms of the individual-level 
complementarities, individual expertise and learning about and by doing were the 
two individual-level complementarities identified in all three SMEs. Process 
orientation was demonstrated by Rentals and CM-Software and not by Retail POS. 
Rentals had been using Salesforce SaaS for only 2.5 years but was already using nine 
different SaaS applications for marketing, sales, tenant support operations, 
management reporting, head office functions and growth planning. Similarly, CM-
Software had only 10 employees but served Fortune 100 customers based on the 
adoption of the best practices offered by Salesforce SaaS. The Managing Director 
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explained how the firm had implemented its global support process on the best 
practice of Salesforce-based sales processes: 
 “We also obviously developed a series of triggers around our business 
processes that were happening in Salesforce, so whether that be 
escalating cases that might overrun an expected time period, to 
escalate to a second contact, or just basically to help us keep track of 
the support cases as well as obviously CRM out of the box with 
Salesforce, it does that sales process quite well. We’re more focused 
I suppose more on the delivery and support side as well as the 
contract management side.” 
This provides an insight into how SMEs can integrate their specific processes 
with the processes offered by the chosen SaaS application. Similarly, the CDO of 
Rentals explained how the firm had customised the leads generation process and 
sales manager performance processes by using Salesforce SaaS. These examples 
highlight the need to include process orientation as a necessary IS complementarity 
for SMEs’ leveraging of SaaS.    
Prior outsourcing knowledge was a firm-level complementarity demonstrated 
by Rentals and CM-Software. However, prior outsourcing knowledge is not 
identified as a necessary complementarity in this study for two reasons. Firstly, there 
was no evidence shown by SMEs that they gained from the prior outsourcing 
knowledge for SaaS selection and implementation. Secondly, as identified by the 
findings on IS capabilities (Section 6.2), the ease of setting up SaaS subscription 
contracts and the reduced significance of source-related capabilities (informed 
buying and contract facilitation) supported the conclusion that prior outsourcing 
knowledge may not be a necessary capability for SMEs’ leveraging of SaaS.  
Boundary spanning was demonstrated by only one SME (Retail POS) and 
some of the boundary spanning skills (technology configuration and customisation 
skills) were available from SaaS intermediaries (Chapter 5). There was no explicit 
and documented knowledge sharing in all three SMEs. Hence, this analysis 
reconfirms the finding that boundary spanning and knowledge sharing are two 
complementarities that may not be considered as necessary by SMEs for successful 
leveraging of SaaS. The findings from the analysis of the complementarities in SMEs 
that were leveraging SaaS at moderate or low levels are presented next. 
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SMEs with Medium or Low Success in SaaS Leveraging  
This section presents the patterns of complementarities identified across the three 
SMEs that were leveraging SaaS at moderate or low levels (Optimise, Manufacturer 
and Telecom). This analysis is focused only on the SME complementarities that were 
identified as either required or desirable in the earlier analysis. The analysis therefore 
excludes the distributed workforce and opportunity-based partnership 
complementarities. Table 6-20 presents a summary of the analysis.  
Table 6-20: Complementarities in SMEs with moderate and low leveraging of SaaS 
SME Optimise Manufacturer Telecom 
SIZE & TYPE  SM, IT MED, NIT MED, NIT 
SaaS LEVERAGE SUCCESS MEDIUM MEDIUM LOW 
 Complementarity Exists Level Exists Level Exists Level 
Strategic orientation  YES FI YES FI YES FI 
Process orientation YES FI YES FI   
Organisational adaptation YES FI YES FI NO  
Prior outsourcing knowledge NO  YES FI YES FI 
Individual expertise Yes IN YES IN YES IN 
Learning about and by doing Yes IN YES IN NO  
Knowledge sharing NO  YES IN NO  
Boundary spanners YES IN YES IN NO  
Opportunity-based partnerships NO NO NO NO YES FI 
Distributed workforce YES FI YES FI YES FI 
ROW LEGEND 
SME SIZE:  SM=Small, MED=Medium                            
TYPE: IT=IT service firm, NIT=Non-IT firm 
LEVERAGE:  HIGH=High leveraging of SaaS          
MED=Moderate leveraging of SaaS                                              
LOW=Low leveraging of SaaS 
COLUMN  LEGEND 
            FI=Firm level   
            IN=Individual level 
       Blank=No data available or applicable 
 
 
Only strategic orientation at the firm level and individual expertise were 
demonstrated in all three firms. Manufacturer was the only firm that demonstrated all 
the required and desirable complementarities. Although Manufacturer was only using 
Salesforce SaaS as its primary SaaS application, the firm was leveraging SaaS at a 
moderate level–similar to Optimise which was using the highest number of SaaS 
applications among the six SMEs. This comparison explicates the significance of 
complementarities for SMEs’ leveraging of SaaS for benefits.  
 
Complementarities Analysis: Best and Worst Cases 
In this analysis, the medium SME that was leveraging SaaS at a high level (Rentals) 
is compared with the medium SME that was leveraging SaaS at a low level 
(Telecom).  
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Table 6-21: Two medium SMEs with high and low leveraging of SaaS 
SME Rentals Telecom 
SIZE & TYPE  MED, NIT MED, NIT 
SaaS LEVERAGE SUCCESS HIGH LOW 
 Complementarity Exists Level Exists Level 
Strategic orientation  YES FI YES FI 
Process orientation YES FI   
Organisational adaptation YES FI NO  
Prior outsourcing knowledge YES FI YES FI 
Individual expertise YES IN YES IN 
Learning about and by doing YES IN NO  
Knowledge sharing NO  NO  
Boundary spanners NO  NO  
Distributed workforce YES FI YES FI 
ROW LEGEND  
SME SIZE:  SM=Small, MED=Medium                            
TYPE: IT=IT service firm, NIT=Non-IT firm 
LEVERAGE:     HIGH=High leveraging of SaaS          
MED=Moderate leveraging of SaaS                                              
LOW=Low leveraging of SaaS 
COLUMN  LEGEND 
            FI=Firm level   
            IN=Individual level 
       Blank=No data available 
 
 
Strategic orientation, prior outsourcing knowledge and individual expertise 
were common across these two SMEs. The process orientation, organisational 
adaptation and learning about and by doing complementarities were identified only 
in Rentals, which was leveraging SaaS with high success. These complementarities 
were not found in the low leveraging firm, Telecom. This provides further support 
for the conclusion that process orientation, organisational adaptation and learning 
about and by doing are necessary complementarities for SMEs’ successful leveraging 
of SaaS. The knowledge sharing and boundary spanners complementarities were not 
identified in either Rentals or Telecom; hence, it is considered that these two 
capabilities may not be needed in order for SMEs to successfully leverage SaaS. 
6.4.3 Cross-Case Analysis Findings on SME Complementarities 
SME Complementarities – Individual and Firm Level  
Based on the cross-case analysis of complementarities in these six SMEs, this study 
explicates the list of SME complementarities needed by SMEs for successful 
leverage of SaaS, as presented in Table 6-22. 
Table 6-22: SME complementarities needed for successful leveraging of SaaS 
Level Complementarity 
(References) 
Data Observations in SMEs Demonstrated by SMEs 
Firm Strategic orientation 
(Aragón-Sánchez and 
Sánchez-Marín 2005; 
Venkatraman 1989) 
1. Financial growth targets  
2. Competitive analysis of 
lost opportunities   
3. Growth with new services  
4. Customer service 
1. All SMEs 
2. Manufacturing and 
Retail 
3. Optimise and CM-
Software 
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improvements  4. Rentals, Retail POS 
 Process orientation 
(Bentley 1995) 
1. ISO 9001 certification 
2. 32 process creation for 
business model changes 
3. CEO from the large firm 
initiating the process 
thinking and hiring 
marketing manager 
4. Support process mapping 
activity 
1. Manufacturer 
2. Rentals 
 
3. Optimise 
 
 
 
4. CM-Software 
 
 Organisational 
adaptation (Miles et al. 
1978) 
1. Willingness to change  
 
 
2. Managing the change 
with governance  
3. Enterprise-wide adoption 
of SaaS application 
1. Rentals, Retail POS, 
Manufacturer, CM-
Software and 
Optimise 
2. Manufacturer and 
Rentals) 
3. Retail POS, CM-
Software, Optimise 
and Rentals 
Individual  Expertise (skills, 
knowledge, experience) 
(Bartlett and Ghoshal 
2002) 
1. Past experience-based 
skills 
2. Technology expertise  
 
 
3. Functional expertise   
1. All participants 
2. All IT SME 
participants and CR 
Manager in 
Manufacturer,  
3. Manufacturer’s 
CRM administrator 
(20 years of 
experience), Rentals 
CDO’s sales 
experience, and 
Retail POS COO’s  
operational 
experience  
 Learning  about (Wang 
and Ramiller 2009) and 
by doing (Doherty 2014) 
1. Limited vendor-provided 
training for using SaaS    
 
2. Using trial and error 
methods to learn the 
features of SaaS 
applications  
3. Willing to experiment and 
trial the new unproven 
SaaS applications and 
add-on solutions  
1. Rentals’ CDO, 
Retail POS 
managers, MD of 
CM-Software  
2. All SMEs and users 
 
 
3. Rentals (Geopointe), 
Retail POS 
(customer survey 
tool), Manufacturer 
(duplicates catching 
utility), 
Optimise (timesheet 
entry application),  
Telecom (trial of 
Moodle for online 
learning activities), 
CM-Software 
(Vzaar for video 
sharing) 
 
Hence, to summarise the complementarities across SMEs using SaaS for 
business benefits (high, medium or low): 
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 Strategic orientation, process orientation and organisational adaptation are the 
firm-level complementarities needed by SMEs to use SaaS for business benefits. 
 Individual expertise and learning about and by doing are the two individual-level 
complementarities needed by SMEs to use SaaS for business benefits. 
 
Dual Nature of Relationships with IS Capabilities    
IS researchers have explained how human and organisational resources can 
contribute to process-level benefits with IT resources (Melville et al. 2004) as well as 
firm-level sustainable competitive advantages (Powell and Dent-Micallef 1997). This 
study provides further insight into SMEs’ organisational complementarities by 
explaining how this relationship can become mutually reinforcing during post-
implementation use of SaaS as well as enabling SMEs to sustain business benefits 
with SaaS innovations. The mutual reinforcing relationship is based on the 
conceptualisation of how IT innovations can lead to sustainable competitive 
advantages when used for leveraging the differences in strategic resources of firms 
(Clemons and Row 1991). This is further validated empirically by identifying the 
specific IS capabilities associated with competitive advantages (IT infrastructure, IT 
business experience, relationship infrastructure and organisational learning) (Bhatt 
and Grover 2005). 
The cross-case analysis findings on IS capabilities and complementarities 
indicate that the individual-level and firm-level complementarities can contribute to 
investments in IS capability development during SaaS implementation and show how 
these were enhanced by the IS capabilities demonstrated by these six SMEs. The 
dual relationships between IS capabilities and SME complementarities are given in 
Table 6-23. 
Table 6-23: Dual relationship with IS capabilities 
Complementarity Contributing To Relationship Mutually Reinforcing Relationship 
Strategic 
orientation (SO) 
During SaaS implementation, SO 
can be the trigger for setting up a 
SaaS-based IS strategy and 
contribute to the IS leadership and 
information management 
capabilities (Rentals) 
During the post-implementation use of 
SaaS, SO can be facilitated by SaaS-
enabled IS strategy based on IS 
leadership, benefits management and 
information management capabilities 
(Rentals, CM-Software, Retail POS) and 
SaaS embeddedness (Optimise and 
Retail POS) 
Process orientation 
(PO) 
The PO SMEs initiate the necessary 
changes to processes (training, 
The consolidated information 
management capabilities enabling 
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setting up user access rights) to 
enable functional users to apply the 
making technology work and 
business systems thinking 
capabilities (Rentals and 
Manufacturer)   
enhanced collaborative activities (joint 
customer interactions)  between sales 
and marketing teams during post-
implementation use (Manufacturer) 
Organisational 
adaptation 
The transactional needs for cost 
efficiencies and integrated 
information needs can initiate the 
informed buying of SaaS 
applications by externally sourcing 
business systems thinking and 
making technology work 
capabilities during implementation 
(all SMEs)  
During the post-implementation use of 
SaaS applications, managing change 
(managing the changes), benefits 
management with SaaS post-
implementation use can contribute to 
both user adaptations (business users’ 
responsibility for IS tasks) (Rentals, 
Manufacturer) and structural adaptations 
(Rentals, Manufacturer and three IT 
small firms) 
Individual 
expertise (skills, 
experience) 
During implementation, existing 
skills, knowledge from past 
experience of users can initiate SaaS 
adoption activities underlying the 
informed buying and contract 
facilitation capabilities (Rentals, 
Manufacturer, Retail POS) 
Business systems thinking and making 
technology work capabilities can enable 
the functional users to apply technology 
skills (Rentals, Manufacturer) and also 
the technology users with new 
functional skills and competencies (CM-
Software and Optimise gaining sales and 
marketing skills through Sales Cloud 
use) 
Learning about 
and by doing  
During implementation, learning 
about SaaS can lead to informed 
buying and contract facilitation 
capabilities (all SMEs except 
Telecom) as well as external 
sourcing of the architecture 
planning, business systems thinking 
and making technology work 
capabilities (Rentals, Manufacturer 
CM-Software and Retail POS) 
During post-implementation use, IS 
leadership, managing change and 
benefits management can contribute to 
make strategic investments for enhanced 
use of SaaS for business users with 
business systems thinking and making 
technology work capabilities for 
functional users (Rentals, Manufacturer) 
 
Based on the evidence summarised in Table 6-23, it is concluded that:  
 SME individual-level complementarities (individual expertise, learning about and 
by doing) can have interacting relationships with IS capabilities and enable the 
SMEs to demonstrate business systems thinking and making technology work 
capabilities as well as allow them to develop information management and 
benefits management capabilities during SaaS implementation. 
 SME organisational complementarities (process orientation, organisational 
adaptation and strategic orientation) demonstrate a mutually reinforcing 
relationship with IS capabilities (change management, informed buying of add-
on applications, business systems thinking and making technology work by 
functional users) during post-implementation use of SaaS. 
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6.5 CROSS-CASE ANALYSIS FINDINGS: SMES USING SAAS FOR 
BENEFITS 
Before the presentation of the overall cross-case analysis findings on IS capabilities 
and complementarities, this section discusses the SMEs’ continuation of some 
sourcing activities (e.g. evaluation and selection of SaaS add-on and new 
applications, configuration and customisation of SaaS applications, associated 
training and business process changes) during the post-implementation use period. 
SMEs’ sourcing and leveraging of SaaS reflects the metaphor “it’s a journey and not 
a destination” which is described as one of the socio-technical principles for 
leveraging with IT investments through a longer-term exploitation strategy (Doherty 
2014). This section provides an explanation for why the use of SaaS for SME 
benefits can be an ongoing journey and not a final destination through the summary 
of the findings on IS capabilities, SME complementarities and SaaS use and benefits 
from the cross-case analysis. 
The consolidated cross-case analysis findings are presented through the two 
stages of SaaS use in SMEs in this study, namely, sourcing SaaS and leveraging 
SaaS. The SaaS sourcing analysis focuses on the implementation stage to identify the 
types of changes completed by SMEs to get SaaS applications ready for use by 
functional users. It follows with an explanation of how IS capabilities and 
complementarities can contribute to SaaS use and business benefits during the post-
implementation stage. 
6.5.1 IS Capabilities and SME Complementarities for SaaS Implementation 
This section first presents the IS capabilities, complementarities, initial SaaS 
applications implemented and changes done by SMEs as part of SaaS 
implementation and initial use (Table 6-22). Table 6-22 includes a column on the 
target and realised benefits. The target benefits are based on SMEs’ reasons for SaaS 
sourcing, and the realised benefits are based on the SaaS technology-based benefits 
(Table 6-24).   
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Table 6-24: IS capabilities and complementarities in SMEs with successful SaaS implementation 
SME CASE SaaS 
Success 
 IS Capability (high 
only) 
Complementarity SaaS Implementation Benefits (Target and Realised) 
Firm Individual SaaS Apps. Change activities 
Rentals High Informed buying, 
Contract facilitation, 
Business systems 
thinking (I), Making 
technology work (I) 
 
Strategic 
orientation, 
Organisational 
adaptation 
Individual 
expertise,  
Learning about 
SaaS 
applications 
Sales 
Cloud, 
Agent Plus 
Configuration, 
customisation, data 
conversion, migration, 
formal training, 
business process 
changes 
Cost savings (TR), 
Consolidation and distribution 
of data (IN)  - (T) 
 
CM-
Software 
High Informed buying,  
Contract facilitation, 
Making technology work 
(I), Business systems 
thinking 
Organisational 
adaptation 
 
Individual 
expertise, 
Learning by 
doing 
Sales Cloud Configuration, 
customisation, business 
process changes 
Process efficiencies (TR), 
Single source of business data 
across business functions (IN) 
Retail POS High Informed buying, 
Contract facilitation, 
Making technology work 
(I), Business systems 
thinking  
Process 
orientation, 
Organisational 
adaptation 
Individual 
expertise, 
Learning about  
Sales Cloud Configuration, 
customisation, business 
process changes 
Cost savings from hardware 
purchase (TR),  
Data retention IN) 
Optimise  Medium Informed buying, 
Contract facilitation, 
Business systems 
thinking 
Organisational 
adaptation 
Individual 
expertise, 
Learning by 
doing 
Sales 
Cloud, Xero 
Configuration Cost savings (TR) 
Manufacturer  Medium Informed buying,  
Managing change, 
Business systems 
thinking (I), Making 
technology work (I), 
Architecture planning (I) 
Process 
orientation, 
Organisational 
adaptation 
Individual 
expertise, 
Learning about,  
Sales Cloud Configuration, 
customisation, data 
conversion, migration, 
formal training, 
business process 
changes 
Informational (consistent view 
of global sales to CEO) 
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 Telecom Low Business systems 
thinking (I) 
 Customer-
specific 
partnerships, 
Prior 
outsourcing 
experience 
Sales Cloud Configuration, 
customisation, data 
integration 
Operational visibility for sales 
and marketing management 
(IN) 
IS capabilities:                 (I)=Sourced from SaaS intermediary 
Benefits:                          TR=Transactional, IN=Informational  
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Based on the consolidation of capabilities, complementarities and SaaS 
implementation details in Table 6-22, this study concludes the following findings: 
 SMEs need IS leadership, informed buying, business systems thinking and 
making technology work capabilities for achieving success from SaaS based on 
the following evidence: 
o Four of the six SMEs demonstrated high IS leadership, informed buying, 
business systems thinking and making technology work capabilities to 
implement their first SaaS application. Optimise also demonstrated high 
IS leadership, informed buying and business systems thinking 
capabilities. 
o Telecom had high evidence of business systems thinking alone and all 
other IS capabilities were low or not found in this firm. Only Telecom 
had a low level of SaaS leveraging success among the six firms. 
It is also concluded that the managing change capability can be important during 
SaaS implementation, based on the evidence of two medium size firms, namely, 
Rentals which had realised high success within 2.5 years of SaaS usage, and 
Manufacturer which had realised medium success with one SaaS application in 
use. 
 SMEs can benefit through externally sourcing the business systems thinking and 
making technology work capabilities from SaaS intermediaries during the 
implementation phase based on the SaaS intermediary services received by four 
cases (Rentals, Manufacturer, Telecom, Retail POS). 
 The individual expertise (IT as well as business knowledge based on past roles) 
and learning about (experimentation with SaaS applications) complementarities 
can contribute to the initial evaluation and selection of the first SaaS application.  
o SME complementarities had a contributing relationship for the IS 
capabilities demonstrated by the highly successful SMEs (Rentals, CM-
Software and Retail POS). 
 All six SMEs indicated either the transactional or informational benefits or both 
in highly successful SMEs as target benefits from SaaS implementation. This 
finding provides support for the cost savings and operational focus of the IS 
  
Chapter 6: Cross-Case Analysis 233 
strategy in SMEs (Levy and Powell 2000) and their limited attention to 
developing effective business strategies (Singh et al. 2008). 
6.5.2 IS Capabilities and SME Complementarities for SaaS Use and Benefits 
This section presents the list of IS capabilities and complementarities contributing to 
the post-implementation use of SaaS and realisation of benefits during this stage. It is 
reiterated that during the post-implementation use of SaaS, four of the SMEs 
(Rentals, Retail POS, CM-Software and Optimise) had continued to source (evaluate, 
select, contract and implement) new SaaS applications. Hence, the implementation 
activities (configuration, customisation, data migration, training and process 
changes) were ongoing with the new applications as well as for existing enterprise 
applications (Sales Cloud in all these cases) to make use of the new innovative 
features (Chatter, touchscreen etc.) offered by the SaaS vendors (Salesforce in this 
study).  
 
 
  
 234  
Table 6-25: IS capabilities and complementarities in SMEs sustaining success with SaaS use 
SME CASE SaaS 
Success 
 IS Capability (high 
only) (Refer to Table 
6.6)  
Complementarities SaaS Use (Refer to Table 6.4) SME Benefits  
Individual Firm No. of 
Years 
No. of Apps 
in Use 
No. of 
Tasks 
Rated 
As 
Rentals High IS leadership, Benefits 
management, 
Information 
management 
Managing change  
Individual 
expertise, 
Learning 
about and 
by doing 
Strategic 
orientation, 
Process 
orientation 
2.5 8 14 HIGH 
Improving business models, 
processes and structure (TRF), 
Growth, customer services, 
competitive analysis (STR)  
Informed buying, 
Contract facilitation,  
Business systems 
thinking (I), Making 
technology work (I) 
Cost efficiency and 
operational effectiveness 
(TRA), Visibility, availability 
quality and reliability (INF)   
 
CM-
Software 
High IS leadership, Benefits 
management, 
Information 
management, SaaS 
embeddedness  
Individual 
expertise, 
Learning 
by doing 
Process 
orientation, 
Strategic 
orientation 
8 6 11 HIGH 
Growth, customer services 
(STR) 
Developing new org. 
capabilities (TRF) 
Informed buying, 
Contract facilitation, 
Making technology work 
(I), Business systems 
thinking 
Improving business models, 
processes and structure (TRF), 
Visibility, availability and 
reliability (INF) 
Retail POS High IS leadership, Benefits 
management, 
Information 
management, Project 
management 
Individual 
expertise, 
Learning 
by doing 
Strategic 
orientation, 
Process 
orientation 
3 7 14 HIGH 
 Growth, customer services 
(STR)  
Informed buying, 
Contract facilitation, 
Making technology work 
(I), Business systems 
thinking 
Improving business models, 
processes and structure (TRF), 
Visibility, availability quality 
and reliability (INF) 
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Optimise  Medium IS leadership, Benefits 
management, 
Information 
management, SaaS 
embeddedness  
Individual 
expertise, 
Learning 
by doing 
Process 
orientation 
5 9 11 HIGH 
Developing new org. 
capabilities (TRF) 
Business systems 
thinking, Informed 
buying, Contract 
facilitation 
Improving business models, 
processes and structure (TRF), 
Visibility, availability of 
information (INF) 
Manufacturer  Medium IS leadership, Benefits 
management, 
Information 
management, 
Managing change 
Individual 
expertise, 
Learning 
about and 
by doing 
Process 
orientation, 
Strategic 
orientation 
3 2 9 LOW 
Improved business processes 
(TRF) 
Growth, customer services, 
competitive analysis (STR) 
Informed buying, 
Contract facilitation,   
Business systems 
thinking, Making 
technology work 
Improving business models, 
processes and structure (TRF), 
Visibility, availability quality 
and reliability (INF)   
 
 Telecom Low  Individual 
expertise  
Customer-
specific 
partnerships, 
Prior 
outsourcing 
experience 
5 2 7 LOW 
 
Business systems 
thinking (I), Making 
technology work (I) 
Visibility, availability and 
quality of  data (INF) 
IS capabilities:                 (I)=Sourced from SaaS intermediary      Marked in BOLD – Associated with post-implementation use             
Benefits:                          TRA=Transactional,  INF=Informational, STR=Strategic, TRF=Transformational   
. 
  
Chapter 6: Cross-Case Analysis 237 
 Benefits management and information management capabilities can enable SMEs 
to achieve high and medium success in leveraging SaaS based on the following 
evidence: 
o Five of the six SMEs (except Telecom) demonstrated high benefits 
management and information management capabilities during their post-
implementation use of SaaS. 
 The low evidence of benefits management and information management 
capabilities and lack of managing change in Telecom could have contributed to 
the low success in SaaS use. 
 The managing change capability can contribute to more success for SMEs during 
implementation and post-implementation use, based on:  
o The changing nature of SaaS applications (three releases in a year with 
new features and new add-on applications)  
o The ability of Rentals to realise high success within 2.5 years of SaaS use, 
evidencing the high managing change capability 
o The ability of Manufacturer to realise medium success with only one 
SaaS application and  
o The low success achieved by Telecom and the moderate success achieved 
by Optimise despite using nine SaaS applications.  
 During post-implementation use, SME functional users demonstrated business 
systems thinking and making technology work capabilities internally (all six 
firms for easy configurations and reports development) as well as sourced 
externally from intermediaries through a long-term contract (Telecom, Rentals) 
or for short-term needs (Retail POS, CM-Software).  
 SMEs’ ability to change both technology and business during the past 
implementation use of SaaS innovations (operational adaptation) can enable the 
SMEs to set up strategic orientation and realised those benefits:  
o Functional users’ ability to learn about SaaS applications (through user 
forums, vendor websites and conferences, SaaS intermediaries) and by 
doing experiments within their day-to-day routines during the post-
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implementation use of SaaS applications can contribute to enhanced use 
(Bagayogo et al. 2014) during post-implementation.  
 The benefits, information and managing change capabilities demonstrated a 
mutually reinforcing relationship with SME complementarities during the post-
implementation use in SMEs with high and medium levels of success in 
leveraging SaaS. 
6.6 CHAPTER CONCLUSION 
This study started with the aim to address the gaps in knowledge with the following 
three research questions: 
1. How are SMEs sourcing and leveraging SaaS? 
2. What are the IS capabilities needed by SMEs for sourcing and leveraging 
SaaS? 
3. What are the organisational complementarities needed by SMEs for sourcing 
and leveraging SaaS? 
Based on the investigations and cross-case analyses of IS capabilities, SME 
complementarities, SaaS use and SME benefits, this study addresses those questions 
with the model shown in Figure 6-2. 
 
Figure 6-2: SaaS for SME success model 
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The need to focus on IS capabilities separately from IS resources in IS research 
was explained through a recent empirical analysis which pointed out that these two 
phenomena create business value with IT via different mechanisms (Wang et al. 
2012). The IS capability findings in the present study are based on that approach 
particularly for the investigation of the SMEs’ use of SaaS for benefits. The extended 
review of the RBV theory in the IS literature also establishes the need to understand 
resource complementarities and their relationship with IS/IT assets and capabilities 
(Wade and Hulland 2004). Finally, reviews of IS success models in the literature 
have explained the need for better understanding of the user, task and structural 
characteristics that may contribute to high or low levels of success. With the 
identification of specific IS capabilities and SME complementarities and the 
explanation of how these two variables contribute to SMEs’ successful use of SaaS, 
this study addresses the calls for an exclusive focus on IS capabilities (Wang et al. 
2012), resource complementarities and their relationship with IS capabilities (Wade 
and Hulland 2004) and the interactions among functional users, their routines tasks 
with SaaS in SME structures for high, medium and low success (Petter et al. 2013). 
A more detailed discussion of the theoretical implications of this model is presented 
in Chapter 7 (Section 7.2). 
The cross-case analysis findings also included the identification of the shortlist 
of the ten IS capabilities (Table 6-16) from the a-priori model (Chapter 2, Table 2-
17) needed by SMEs for successful leveraging of SaaS. The theoretical implications 
of the IS capabilities findings are covered in Chapter 7 (Section 7.3). 
The cross-case analysis identified three firm-level complementarities (strategic 
orientation, process orientation and operational adaptation) and two individual-level 
complementarities (individual expertise, learning about and by doing) that were 
found across the firms with high levels of SaaS leveraging success. Along with the 
identification of SME complementarities, this study also described the contributing 
and mutually reinforcing relationship with IS capabilities based on the cross-case 
analysis. The theoretical implications of this finding are also discussed in Chapter 7 
(Section 7.4). 
These findings conclude the cross-case analysis of the six SMEs and three 
SaaS intermediaries. The theoretical implications of these findings are discussed in 
the next chapter. 
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Chapter 7: Discussion 
7.1 INTRODUCTION 
In the previous chapter, the findings from the cross-case analysis to address the three 
research questions were summarised through: a) how SMEs source and use SaaS for 
benefits (Section 6-2), b) identification of ten IS capabilities in six SME cases using 
SaaS for basic and advanced benefits (Section 6.3), and c) identification of the 
complementarities in SMEs using SaaS for basic and advanced benefits (Section 
6.4). This chapter presents theoretical and practical implications based on the cross 
case analysis findings. First, it presents the SaaS for SMEs’ success model with two 
distinct approaches. The basic model explains how SMEs can effectively use SaaS 
for achieving transactional and informational benefits. The advanced model explains 
how SMEs can also make novel use of SaaS applications and features for realising 
strategic and transformational benefits. Both models also explicate the specific IS 
capabilities and organisational complementarities that contribute to SMEs’ success 
with SaaS. This is followed by a detailed discussion on all the IS capabilities and 
organisational complementarities identified in this study as the necessary 
components for SME success with SaaS. Hence the discussion chapter includes: 
 Explanation of SaaS effective use for SME basic benefits and SaaS enhanced use 
for SME advanced benefits with two levels of SaaS for SME success model 
(Section 7.2) 
 Implications of the findings related to SaaS initial implementation (sourcing) and 
post-implementation use for SME business benefits (leveraging) (Section 7.3) 
 Explanations of findings related to IS capabilities needed by SMEs for SaaS use 
and benefits including changes to a-priori list of IS capabilities (Section 7.4) 
 Implications of organisational complementarities needed by SMEs for SaaS use 
and benefits including dual relationships between IS capabilities and 
complementarities (Section 7.5). 
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7.2 SAAS FOR SME SUCCESS MODEL 
7.2.1 SaaS for SME Success 
Based on the cross-case analysis findings, this study established a model to explain 
how IS capabilities and organisational complementarities can contribute to SMEs’ 
success (Figure 7-1 which is the same as Figure 6-2 in Chapter 6). This section 
presents the discussion of how this model relates to existing knowledge about IS 
success for SMEs business value. This model draws from two streams of IS 
knowledge to explain how specific IS capabilities and organisational 
complementarities can contribute to SMEs use of SaaS for business benefits. The 
first stream is the business value of IT stream (Kohli and Grover 2008), which 
provides the explanations for how organisations leverage with IS/IT assets (Wade 
and Hulland 2004), IS capabilities (Feeny and Willcocks 1998a; Peppard and Ward 
2004) and organisational complementarities (Melville et al. 2004) for firm 
performance (Powell and Dent-Micallef 1997; Ravichandran and Lertwongsatien 
2005) and sustaining competitive advantages (Bhatt and Grover 2005; Clemons and 
Row 1991). The second stream is the ongoing quest for IS success (Delone 2003; 
DeLone and McLean 1992; Petter et al. 2013) which explains the significance of IS 
use (effective use (Burton-Jones and Grange 2013) and enhanced use (Bagayogo et 
al. 2014)) and benefits (Mirani and Lederer 1998) as two key dimensions for IS 
success. By integrating knowledge from these two streams, this model also answers 
the call to find ways to bring the different IS streams together for evaluation of IS 
success (Petter et al. 2012) for the SME context. 
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Figure 7-1: SaaS for SME success model 
 
The study explicates two distinct approaches to achieve success with SaaS for 
the SMEs. The basic model explicates the IS capabilities and complementarities that 
can contribute to SMEs effective use of SaaS for achieving transactional and 
informational benefits. The advanced model explicates the IS capabilities and 
complementarities that can contribute to SMEs enhanced use of SaaS for achieving 
strategic and transformational benefits. The two models are elaborated in the next 
two subsections. 
7.2.2 SaaS Effective Use for Basic benefits 
This model explains how SMEs can make effective use of SaaS to achieve 
transactional and informational benefits. It also explicates the specific IS capabilities 
and organisational complementarities contributing to effective use of SaaS to achieve 
these benefits (Figure 7-2). The effective use is declared as the use of a system in a 
way to attain the goals for using the system (Burton-Jones and Grange 2013). All 
SMEs demonstrated effective use of SaaS by: a) paying affordable subscription fees 
to achieve cost efficiencies (transactional benefits), b) improve business analytics 
with dashboards, and c) information consistency (informational benefits) with 
mobility and availability of consolidated data maintained by SaaS applications. The 
model explicates specific IS capabilities (informed buying, contract facilitation, 
making technology work, business systems thinking, architecture planning and 
managing change) and organisational complementarities (individual expertise, 
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learning about and by doing, organisational adaptation and process orientation) 
contribute to SMEs effective use of SaaS for basic benefits.  
 
Figure 7-2: SaaS for SME success model – Effective use for basic benefits 
 
The evidence from six cases showed that that all six SMEs have achieved some 
of the transactional and informational benefits (Mirani and Lederer 1998) with SaaS 
implementation and initial use. The knowledge on IS adoption and use in SMEs 
explicates that SMEs focus on operational efficiency and effectiveness (Levy and 
Powell 2000) and have faced challenges with the implementing new IS innovations 
(Ramdani and Kawalek 2007). However, this study observed that these SMEs had 
addressed these challenges with SaaS because: a) the SaaS vendors owned and 
maintained the hardware/software underlying SaaS, and b) the SMEs sourced 
business systems thinking, making technology work and architecture planning 
capabilities from SaaS intermediaries. As early technology adapters, these SMEs 
were IT savvy (Ross and Weill 2009) in terms of their ability to use IT consistently 
to drive performance. Hence, these firms had the necessary complementarities 
(functional and technical expertise, learning about SaaS behaviour, process 
orientation with SaaS implementation and willingness to adapt with SaaS related 
changes). Based on the benefits achieved by these six SME cases with SaaS, this 
study posits that SMEs with the IS capabilities and complementarities identified in 
Figure 7-2 can make effective use of SaaS to achieve transactional and informational 
benefits.  
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However, five of the six SMEs had demonstrated enhanced use of SaaS for 
achieving advanced benefits. The next section explains how and why these five 
SMEs had achieved advanced benefits (strategic and transformational) with 
enhanced use of SaaS. 
7.2.3 SaaS Enhanced Use for Advanced Benefits 
This model explains how SMEs can make novel use of SaaS features and new SaaS 
applications (enhanced use) to achieve strategic and transformational benefits. It also 
explicates the specific IS capabilities and organisational complementarities 
contributing to enhanced use of SaaS to achieve these benefits (Figure 7-3).  
The enhanced use is a representation that originated from rich 
conceptualisation of use to factor in the considerations for task, user and system 
associated with IS use in firms (Burton-Jones and Straub 2006). The enhanced use of 
IS refers to novel ways of employing the IT features with distinct: a) forms (making 
use of unused features of IT, use of IT for additional tasks, use of IT 
features/extensions), and b) attributes (locus of innovation, extent of substantive use 
and adaptations with IT by the firm and user) (Bagayogo et al. 2014). Evidences 
related to how SMEs demonstrate the three forms of enhanced use are discussed in 
the SaaS leveraging analysis in Section 7.3.2. Similar empirical findings explain 
about how the usage of system changes during the post-implementation stage with e-
business as well as associated business value for firms (Zhu and Kraemer 2005). 
 
Figure 7-3: SaaS for SME success model – Enhanced use for advanced benefits 
  
Chapter 7: Discussion 245 
This study observed that the four IS capabilities in this model (i.e. IS 
leadership, benefits management, information management and managing change) 
align with exploitation ability (ability to maximise the benefits realised from IS/IT 
investments) description by Peppard and Ward (2004). In addition to that, all the four 
IS capabilities in this model are always internal to the firm as well as the functional 
management users were responsible for these capabilities these firms. This differs 
from the basic benefits model (Figure 8-2) where SMEs have the option to externally 
source architecture planning, business systems thinking and making technology work 
capabilities from SaaS intermediaries.    
This study also provides the insight that the advanced benefits (strategic and 
transformational benefits) were achieved by only in five of six firms. Hence SMEs 
that aim for advanced benefits will need to invest in the four IS capabilities identified 
in this model. Similar findings have been explicated by IT impact on business 
process level studies that demonstrate how IT can impact both management and 
operational level capabilities and result in a differential business value creation in the 
firms (Radhakrishnan et al. 2008).  
This study also provides the insight that three SME complementarities 
(individual expertise, learning about and by doing and organisational adaptation) are 
the same in both models. However, only high success cases demonstrated the 
strategic orientation (Aragón-Sánchez and Sánchez-Marín 2005; Venkatraman 1989) 
in terms of making enhanced use of SaaS to sustain their core differentiation as well 
as competitive analysis purposes. This was enabled by the implementation of SaaS 
new features (chatter for improving global communications) as well as new SaaS 
applications (niche, innovative SaaS applications such as Geopointe and Agent Plus).  
This study observed that the relationship between organisational 
complementarities and IS capabilities demonstrated mutually reinforcing relationship 
(Clemons and Row 1991; Ravichandran and Lertwongsatien 2005) in this model. 
This differs from the basic benefits model (Figure 7-2), where the relationship is one 
direction namely organisational complementarities contributing to development or 
external sourcing of IS capabilities. With SMEs’ functional users taking 
responsibility for benefits management and associated business and technology 
changes, IS capabilities contribute to strategic orientation in these firms. With this, 
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these firms demonstrated the innovation oriented benefits realisation approach which 
starts with IS the means and ends with business objectives (Peppard et al. 2007) 
 Hence this study concludes that IS capabilities (IS leadership, benefits 
management, information management, managing change) and organisational 
complementarities (individual expertise, learning by doing, organisational adaptation 
and strategic orientation) can contribute to firms sustaining their business success 
with SaaS. The next discussion explains how the two approaches explicated by this 
study contribute to existing knowledge in IS. 
7.2.4 Use of SaaS for Sustaining Business Benefits 
The existing knowledge on IS capabilities and complementarities explain how firms 
can create and sustain value with IS/IT (Bhatt and Grover 2005; Langdon 2006; 
McLaren et al. 2011; Ravichandran and Lertwongsatien 2005) using different 
models. However those models do not distinguish the IS capabilities and 
complementarities contributing to changing nature of use and benefits within the 
firm. The proposed SaaS for SME success model addresses that gap with the 
explanation of how IS capabilities and organisational complementarities can 
contribute to SMEs can achieve business benefits with two approaches (Figure 7-2 
and Figure 7-3). This is the first study that adopts the two approach model for the 
explanation of how specific IS capabilities and organisational complementarities can 
contribute to SMEs sustaining success with IS.   
Other IS studies have adopted different methods to explain how firms can 
leverage with IS/IT for themes such as, a) problem and innovation orientation for 
managing business benefits realisation frameworks (Peppard et al. 2007), b) 
capability building and entrepreneurial action for business agility with digital options 
(Sambamurthy et al. 2003), and c) evolutionary and revolutionary levels of changes 
for IT-enabled business transformations (Venkatraman 1994). It is useful to compare 
the proposed model with the problem- and innovation-oriented benefits realisation 
framework (Peppard et al. 2007) as it is directly related to the study’s findings. 
Organisations can take either problem-oriented or innovation-oriented 
intervention approach for realising benefits with IS investments (Peppard et al. 
2007). These two approaches differ in terms of how the establishment of investment 
objectives and business benefits (ends) can occur, by doing the necessary business 
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changes with enabling IT capabilities and complementarities (ways), with the use of 
IT artefacts (means). The problem-oriented approach follows the ends driven 
implementation of IT where business objectives form the basis for IT investments. 
However, SMEs tend to focus on operational efficiencies and effectiveness due to: a) 
limited resources (Ballantine et al. 1998; Levy and Powell 2000), b) informal 
organisational structures, and c) uncertainty factors of their business models (Cragg 
et al. 2011; Storey 2000). The proposed effective use/basic benefits model represents 
this approach where the SMEs start with a problem-based SaaS implementation 
(inconsistency of data or need for cost efficiencies with IT) and effectively use SaaS 
for achieving the transactional and informational benefits (Figure 7-2). SMEs can 
also externally source the architecture planning, business systems thinking and 
making technology work capabilities from intermediaries by managing changes with 
informed buying capabilities. This study also observed that all six SME cases had 
achieved basic benefits by starting with the problem-based approach. 
Innovation-oriented IS interventions enable firms to exploit business 
opportunities, create competitive advantages as well as build new organisational 
capabilities by: a) doing something new with the use of IT innovations, b) doing 
something in a new way with the use of IT, and c) using IT to do something that the 
organisation could not do before (Peppard et al. 2007). These three types of use 
represent the forms of enhanced use construct (Bagayogo et al. 2014). This study 
posits that SMEs that take innovation-oriented approach to SaaS are achieving 
advanced benefits through the enhanced use of SaaS. The benefits management 
(which includes the benefits realisation activity), information management and IS 
leadership capabilities demonstrate a mutually reinforcing relationship with 
complementarities and enable the strategic orientation with SaaS. This finding 
provides further evidence for the explanation that SMEs’ strategy focused on the 
differentiation with innovation will correlate positively towards performance (Miller 
and Toulouse 1986). Hence, this research posits that IS capabilities and 
complementarities in advanced model (Figure 7-2) reflects upon how firms can start 
with IT innovations (means) and invest in IS capabilities and complementarities 
(ways) to achieve strategic and transformational benefits (ends) based on the IS 
enabled sustainment of business benefits. Thus, the advanced model (Figure 7-2) can 
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provide for the fusion of IT and business strategies, which is referred as digital 
business strategy (Bharadwaj et al. 2013).  
To conclude, the proposed SaaS for SME success model provides SMEs with 
option to choose between problem- or innovation-orientation approaches. As 
evidenced by six cases in this study, all SMEs can adopt problem orientation with the 
IS capabilities and complementarity investments (Figure 7-2) to realise transactional 
and informational benefits. However, SMEs can also adopt the innovation-orientated 
approach to IS capabilities and complementarity investments (Figure 7-3) since it 
can: a) accommodate the difficulty in identifying benefits upfront with innovation-
based IT interventions such as SaaS, and b) enable SMEs to transform from the 
implied and undocumented business strategies focused on cost efficiencies to digital 
business strategies. The next section discusses the specific implications related to 
findings on the three research questions.     
7.3 SOURCING AND LEVERAGING SAAS FOR SMES 
This section discusses how sourcing of SMEs compares with the existing knowledge 
about sourcing business services, outsourcing of IS services along with specific 
comparisons of contracting, implementation and the role of SaaS intermediaries. This 
is followed by a discussion on the leveraging of SaaS with a focus on use and benefit 
dimensions.   
7.3.1 SaaS Implementation in SMEs (Sourcing) 
The data on the sourcing of SaaS by SMEs in this study did not explicate or support 
some of the complexities explained by the body of knowledge on the global sourcing 
of business and technology services. Some differences were identified in three areas 
related to SaaS contracts, implementation and the role of SaaS intermediaries.  
The emerging trends of business services sourcing analysis explicated that a 
new service-based value chain is emerging due to the breakdown of activities into 
small task units for servicing (Sharma and Loh 2009). This finding relates closely 
with the SaaS characteristics such as its multi-task agency, modular architecture and 
task disaggregation (Susarla et al. 2010). This study explicates that such a 
disaggregation of tasks with SaaS applications allows SMEs to: a) use specific 
functional tasks to be done with the selected SaaS enterprise application (e.g. leads 
tracking task within a CRM application), or b) source a SaaS application for a 
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specific task (e.g. merging and formatting reports with Conga Merge). In addition, 
the trial periods for SaaS, the low fees of SaaS subscriptions and the flexibility of 
contractual terms contribute to quick contract establishment and renewals for SMEs 
that are sourcing SaaS. This finding differs from the significance of contracting in 
traditional outsourcing which is indicated by the three distinct IS capabilities 
dedicated to contracting (contract facilitation, contract monitoring and vendor 
development) (Feeny and Willcocks 1998a).  
In this study it was observed that the SMEs had to spend long periods of time 
(six to nine months in five cases) to get the enterprise SaaS (Sales Cloud in this 
study) application ready for use. These extended periods of time and the tasks 
performed (configuration and customisation) during SaaS implementation have two 
implications. The first implication is about the customisation and configuration of 
SaaS (Sun et al. 2008) which needs to be completed by the SMEs to get the SaaS 
ready for use. The evidence in this study indicated that SMEs which performed 
significant customisations of Sales Cloud also realised advanced benefits (Figure 6-
1). These firms did not encounter issues during frequent SaaS upgrades from the 
vendors, which differ from the current knowledge on ERP customisations. In regard 
to ERP implementation, IS knowledge has highlighted that ERP customisation can 
result in issues in terms of costs, time and complication of subsequent upgrades 
(Bingi et al. 1999; Brehm et al. 2001; Hong and Kim 2002). However, there were no 
negative impacts for processing subsequent upgrades of SaaS applications evidenced 
in five cases. Contributing factors for this include: a) SaaS architectural flexibility 
with multi-tenancy and virtualisation characteristics(Barros and Dumas 2006), and b) 
automatic upgrades (Salesforce 2012) without the cost impacts during the contract 
term. If the SMEs chose to customise or extend basic SaaS functions, then they were 
responsible for maintaining those customised extensions. Two SMEs had established 
support contracts to address their SaaS needs. 
The second implication is related to the finding that SaaS intermediaries enable 
SMEs to source SaaS applications. SaaS intermediaries can address SMEs’ 
technology issues such as technology uncertainties of the SaaS marketplace, data 
migration complexities and SaaS-specific skills required for basic configurations 
(Haselmann and Vossen 2011; Xin and Levina 2008b). This study found that SaaS 
intermediaries can provide SMEs with knowledge and skills for configuration, 
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customisation and data migrations for SaaS implementation. The role of 
intermediaries was also reported in a recent study that identified the integrators, 
consultants and brokers as the value-adding parties within cloud service networks 
(Leimeister et al. 2010). This study posits that SaaS intermediaries play a critical role 
in SME sourcing of SaaS due to SMEs’ reliance on external IT service providers 
(Böhm et al. 2010) to reduce the complexities associated with the selection and 
implementation of SaaS applications in the dynamic SaaS marketplace (Gartner 
2013). 
An extended review of sourcing including purchasing, IT and business service 
sourcing argued that research tends to view sourcing as an isolated phenomenon, and 
called for an integrated evaluation of how sourcing impacts or is impacted by other 
functions in the firm and for studies on the impact of services outsourcing on 
organisational capabilities (Nordin and Agndal 2008). As SaaS applications were 
found to have been sourced externally in the SMEs in the present study, the 
remainder of the discussion explains how this study addressed that particular call 
with the identification of IS capabilities and organisational complementarities needed 
for SMEs to successfully leverage SaaS. 
7.3.2 SaaS Use for SME Business Benefits (Leveraging) 
This section discusses the theoretical implications of the findings on SaaS use in the 
SME cases after implementation. It starts with the description of the functional user’s 
role in SMEs with the use of SaaS and the two approaches for leveraging SaaS by 
SMEs, namely, the effective use of SaaS for transactional and informational benefits 
and the enhanced use of SaaS features for strategic and transformational benefits. 
This study is one of the first to explain how SaaS as a mechanism can facilitate 
changes to users and their routines. As evidenced in IT and non-IT SMEs, the sales 
and marketing users had responsibility for Sales Cloud implementation and use. 
There are multiple reasons why functional users are able to perform the technology 
tasks within their routines. Firstly, SaaS applications demonstrate the flexibility 
(through customisation and configuration abilities) and self-serve business 
interaction patterns with hub-spoke, delegated and distributed provision of services 
(Guo et al. 2011) within the SaaS SME ecosystem. Secondly, flexibility, agility, 
entrepreneurial spirit and risk-taking are identified as advantages for SME innovators 
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(Tidd and Bessant 2009). For example, the MD in CM-Software summarised how 
easy it was to make the SaaS changes and how it differed from traditional systems: 
  “One of the greatest things about it is it's so flexible. It's so quick to make 
changes in that. You can do experiments very quickly….before we had a 
very, very front-end heavy processes…and that's it because it was hard to 
make change. And maybe that's the paradigm shift is that it's now very easy 
to make a change.... So we do …..It’s agile, you know.” – MD, CM-Software 
 
Based on the empirical analysis of SaaS features (Sun et al. 2008) for SMEs 
(Guo et al. 2011) and evidence from the SME cases in this study, it is posited that 
SaaS provide ease of interaction that enables the functional users in SMEs to perform 
technical tasks (configurations and customisation) within their day-to-day routines.   
Although the extent of use (e.g. number of SaaS applications, number of 
different SaaS features, number of years of SaaS use and number of business 
activities done with SaaS) varied among the SME cases (Chapter 6, Table 6-4), the 
net benefits were similar in terms of basic benefits. With the use of SaaS, all SMEs 
can plan and realise transactional and informational benefits (Mirani and Lederer 
1998). The SME cross-case analysis of use-related variables (user, task and system) 
indicated that all SMEs can make effective use (Burton-Jones and Grange 2013) of 
SaaS to plan and realise specific transactional and informational benefits.  
Only a subset of the SMEs in this study made novel use of SaaS applications 
and features and achieved strategic as well as transformational benefits. Using 
previously used features to perform additional user tasks, using previously unused 
features for current or new tasks and using extension features are identified as the 
three forms of enhanced use of IT (Bagayogo et al. 2014). The case evidence in the 
five SMEs that were leveraging SaaS at high and medium levels of success 
demonstrated that the SME users: a) used the same Sales Cloud feature to perform 
new tasks (e.g. the use of dashboards initially for sales and later for marketing), b) 
made use of feature extensions (e.g. the use of Conga for customised reporting), or c) 
used a formerly unused set of features for new business needs (e.g. Manufacturer’s 
use of Chatter for collaboration across business locations). These three forms of 
enhanced use of IS are similar to the ways (doing something new with IT, doing 
something in a new way using IT, or using new IT to do something that the firm 
could not do before) to ends (exploit business opportunities, create a potential 
competitive advantage or build new organisational capabilities) in the 
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conceptualisation of innovation-based IS interventions (Peppard et al. 2007). The use 
and benefits evidenced in six SMEs (Chapter 6, Figure 6-1) provide further evidence 
of how SMEs with enhanced use of SaaS applications achieve strategic and 
transformational benefits. Hence, this study concludes that SMEs can make enhanced 
use of SaaS to realise advanced benefits with specific IS capabilities and 
complementarities as shown in the model in Figure 7.3. The specific IS capabilities 
and organisational complementarities that contribute to effective as well as enhanced 
use of SaaS in SMEs are discussed in the next two sections. 
7.4 IS CAPABILITIES FOR SME SUCCESS 
This study identified the specific IS capabilities needed by SMEs for effective and 
enhanced use of SaaS within the functional routines for business users to realise 
basic and advanced business benefits. Based on the findings on IS capabilities, this 
section discusses the implications at two levels. Firstly, it discusses the implications 
in terms of changes to the a-priori list (Chapter 2, Table 2-16). Then, it covers the 
implications at the SME firm level. 
7.4.1 IS Capabilities Needed 
The IS capabilities identified in this study as necessary for SMEs to successfully 
leverage SaaS are summarised in Table 7-1. This a-posteriori list indicates whether 
or not the capability was in the a-priori list (Column 3) and whether this capability is 
needed for SMEs to successfully leverage SaaS (Column 4). It also provides the 
relevant empirical observations from the cross-case analysis related to the individual 
capabilities. 
Table 7-1: IS capabilities needed for SME leveraging of SaaS 
No. IS 
Capabilities 
In A-
Priori 
List? 
Is it 
Needed? 
 Empirical Observations     
1. IS leadership YES YES  Integrate SaaS effort with business purpose 
and activity 
 Can be demonstrated by functional 
management roles  
 Can be sourced from SaaS intermediates 
during implementation and initial use 
2. Business 
systems 
thinking 
YES YES  Envision the business process that SaaS 
makes possible 
 Can be demonstrated by both functional 
management and operational users  
 Can be sourced from SaaS intermediaries 
during initial implementation 
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No. IS 
Capabilities 
In A-
Priori 
List? 
Is it 
Needed? 
 Empirical Observations     
3. Architecture 
planning 
YES YES  Create a coherent roadmap of software 
platforms that respond to current and future 
business needs 
 Can be Sourced from SaaS intermediaries 
4. Making 
technology 
work 
YES YES  Achieve optimal use of SaaS with 
configuration and customisation activities 
during implementation and subsequent use 
 Long-term orientation is required for 
customisation decisions 
 Can be demonstrated by functional users 
that are able to learn by using SaaS   
5. Informed 
buying 
YES YES  Manage SaaS sourcing activity to address 
the current and future business needs 
6. Contract 
facilitation 
YES YES  Ensure success of existing contracts for 
SaaS services 
7. Benefits 
management 
YES YES  Plan, monitor and realise basis 
(transactional and informational) business 
benefits with SaaS implementation and 
initial use 
 Cam also enable the realisation of advanced 
(strategic and transformational) benefits 
during post-implementation use 
 Can be demonstrated by both functional 
managers and operational users 
8. Managing 
change 
YES YES  Ensure the necessary process and structure 
changes to maximise SaaS use and benefits 
without any negative impacts 
 Can include both technology 
(customisation, configuration, data 
migration) and business (training, operating 
procedures, management practices) changes 
 Activities can be demonstrated during both 
implementation and subsequent use  
9 Project 
management 
YES NO  Excluded from the list of necessary 
capabilities due to limited evidence 
10 Relationship 
building 
YES NO  Excluded from the list due to limited 
evidence  
 Lack of explicit IT business divide in SMEs 
11 Contract 
monitoring 
YES NO  Excluded from the list due to limited 
evidence 
12 Vendor 
development 
YES NO  Excluded from the list due to limited 
evidence 
13 Information 
management 
NO* YES  Create and provide information to users 
with appropriate levels of accuracy, 
timeliness and reliability 
 Demonstrated by functional users with no 
or limited IT support 
14 SaaS 
embeddedness  
NO** YES  Enable business to create and deliver new 
customer value by using SaaS and other 
cloud service platforms 
 Demonstrated only by two small IT 
services firms in this study 
 Can also be a relevant consideration for 
non-IT firms  
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* Identified and added during the first medium size case (Rentals) analysis 
** Identified and added during first small IT case (Optimise) analysis 
 
There are three implications related to the specific IS capabilities in Table 7-1. 
The first implication is the addition of two IS capabilities (information management 
and SaaS embeddedness) (shaded green). The second implication is this study’s 
description of how core IS capabilities are used to exploit IT changes in the context 
of SMEs’ success with SaaS. The third implication is related to the four IS 
capabilities that may be less necessary for SMEs’ successful leveraging of SaaS 
(shaded red). The following sections discuss: a) the two IS capabilities (SaaS 
embeddedness and information management) added to the a-priori list, b) the 
changes associated with four IS capabilities (IS leadership, business systems 
thinking, making technology work and benefits management), and c) why a subset of 
IS capabilities (relationship building, vendor development, contract monitoring) may 
be less necessary for SMEs’ effective and enhanced use of SaaS for basic and 
advanced benefits.  
7.4.2 Additional IS Capabilities 
This section discusses the addition of two IS capabilities, namely, information 
management and SaaS embeddedness, to the a-priori list. With the explication of 
these two capabilities, this study addresses the calls for the IS research stream to 
identify and explain new IS capabilities in order to better understand the real-world 
transformations of IS/IT resources as internet-delivered utility services such as SaaS, 
PaaS and IaaS (Gregor et al. 2006) and strategies to sustain business value (Kohli 
and Grover 2008; Schryen 2013). 
The information management capability describes the ability to provide 
information to users with accuracy, timeliness and reliability, provide connectivity 
and accessibility through reach and range, and tailor infrastructure to changing 
business needs (Mithas et al. 2011). The availability and accessibility of the internet-
based delivery of SaaS contributes to the availability and accessibility of information 
for the SME users, who need that information at a place and time that suit them. Past 
studies have pointed out that the information management capability is based on the 
information orientation (Marchand et al. 2000) of the management in the firms. In 
the present study, this was evidenced in three cases (Rentals, Retail POS and 
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Manufacturer). Limited information quality due to a low information management 
capability can negatively impact the reliability of information and limit the 
informational benefits for the firm. The significance of information quality is linked 
to its impact on firms’ customer service capabilities (Setia et al. 2013). The data 
clean-up activity (in Optimise) and limited informational benefits (in Rentals) 
demonstrated the information quality needs for SMEs and provided further support 
for adding the information management capability to the list of necessary 
capabilities. The inclusion of the information management capability is further 
justified by the growing significance of big data-related decision-making for firms 
(McAfee and Brynjolfsson 2012) and the need for new organisational roles such as 
data scientists (Affelt 2014) to address the management challenges in dealing with 
big data in the future.  
The SaaS embeddedness capability is added to the list of capabilities necessary 
for SMEs’ successful leveraging of SaaS based on two distinct theoretical 
implications for IS knowledge. Firstly, as shown in the evidence from two IT firms 
(CM-Software and Optimise), this capability can enable IT service firms to design, 
create and deliver SaaS-based new customer value propositions. Hence, SaaS 
embeddedness can be associated with the IT enablers of leveraging with new product 
development in turbulent environments (Pavlou and El Sawy 2006). Since this 
capability can transform the SaaS user firm into a SaaS provider firm, the evaluation 
and validation analysis needs to consider the service providers’ capabilities (Lacity 
and Willcocks 2006). Hence future research can extend the investigations to include 
provider orientation (Lee et al. 2007; Repschlaeger et al. 2012; Walther et al. 2012) 
in addition to the user orientation adopted in this study for this capability. 
Secondly IT embeddedness occurs when IT becomes an integral part of the 
process and becomes indistinguishable from the resulting product (Kohli and Grover 
2008). This study posits that the SaaS embeddedness capability can be seen as a 
representation of SaaS embeddedness with the creation of new SaaS-embedded 
business services as demonstrated in the two IT cases (Optimise and CM-Software).   
Innovating with IT is a post-implementation behaviour which is described as the 
individual user level innovations that are proactively performed with IT as part of 
their work process or work deliverable (Yasser and Pinsonneault 2014). Hence, SaaS 
 256  
embeddedness can also be extended to the innovating with IT concept in non-IT 
firms. 
The SaaS embeddedness capability was demonstrated by only the two small IT 
firms in this study. Hence, it was included in the a-posteriori but not added to the 
advanced benefits model (Figure 7-3). This study proposes that future research can 
evaluate the SaaS embeddedness capability in terms of how it can be associated with 
SaaS embedded innovation in non-IT firms as well as IT service provider contexts.  
7.4.3 IS Capabilities – Firm-Level Implications 
This section discusses the specific implications at the SME firm-level based on the 
cross-case analysis findings on the IS capabilities. These are: a) the functional 
responsibility and related changes to users’ job characteristics, b) the IS capabilities 
that can be sourced externally from SaaS intermediaries, and c) the activity-level 
changes underlying specific IS capabilities (IS leadership, business systems thinking, 
making technology work (Feeny and Willcocks 1998b) and benefits management 
(Peppard and Ward 2004).  
First, this study found that the responsibility for the IS capabilities was with the 
business functions in the SMEs rather than with the IT function (Chapter 6, Table 6-
8). This differs from the association of IS capabilities with the IT function of the firm 
by Feeny and Willcocks (1998b). However, this finding aligns with the association 
of IS capabilities at the firm level by Peppard and Ward (2004). It is also in 
alignment with the organisation-level association of IS competencies and capabilities 
in SME studies (Caldeira and Ward 2003; Cragg et al. 2011; Duhan 2007). The 
industry-based research indicates a similar view and states that 50% of applications 
used by businesses are not visible to the IT function (Tucci 2014 based on Poneman 
Institute Research Report June 2014). Hence, this research posits that responsibility 
for IS capabilities for SaaS success can lie with the business functions in SMEs. A 
related implication is the changing job characteristics of the functional users in SMEs 
due to the use of SaaS. The case study evidence indicates that the functional users 
performed technology tasks (customisation, configuration, report development, data 
objects creation) as part of their day-to-day routines when using SaaS. Hence, the job 
characteristics of functional users were expanded by the performance of technology 
tasks in SMEs using SaaS. Similar findings have been reached regarding the changes 
in the user job characteristics during the shakedown period of traditional ES 
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implementation in research which identified that such changes are influenced by 
perceived technology complexity, re-configurability and customisation (Bala and 
Venkatesh 2013). This study posits that ease of access to SaaS and the provision of 
trial periods in which to experiment with the features without financial commitment 
reduce the complexity of SaaS for functional users. This reduced complexity allows 
functional users to experiment with SaaS applications more, compared with the 
traditional IT applications. The ease of re-configurability options provided by 
established SaaS vendors (Salesforce 2012) enable the functional users to perform 
the technical tasks as part of their routines.  
The functional responsibility for IS capabilities and the associated changes in 
job characteristics have implications for IS knowledge in terms of the adoption of 
RBV theory to study the impact of IS for SMEs. This study argues that SMEs with 
specific IS capabilities (Figures 7-2 and 7-3) can sustain their core differentiation 
with the use of SaaS. The RBV theory states that valuable, rare, inimitable and not 
substitutable resources are necessary for a firm to sustain competitive advantage 
(Barney 1991). The comprehensive review of the adoption of RBV in IS, defined IS 
assets and capabilities as IS resources, to address the multiple interpretations of the 
term resource in RBV-based empirical analysis (Wade and Hulland 2004). With the 
transformation of IS resources into commonly accessible utility services such as 
SaaS, this study posits that if IS resources can still contribute to firm differentiation 
becomes an important quest for IS knowledge. 
This study addresses that question by explicating the IS capabilities of the firm 
since capabilities are firm-specific and often developed by the functional areas or by 
combining physical, human and technological resources at the corporate level (Amit 
and Schoemaker 1993). Based on the evidence from the SMEs that were leveraging 
SaaS at high and moderate levels of success, this study posits that SMEs in which 
functional users demonstrate the necessary IS capabilities are able to achieve 
advanced benefits from commonly available IS resources such as SaaS. Further 
explanation is provided to demonstrate how SMEs can continue their differentiation 
with the use of SaaS and one of the IS capabilities identified in this study. The 
explanation is based on the demonstration of the making technology work capability 
by one of the SMEs. The making technology work capability involves the 
configuration and customisation of SaaS applications to best fit the needs of a 
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particular firm. The configuration activity involves functional users adding new data 
objects, creating new workflow rules and developing new custom reports by using 
the vendor-provided controls of the SaaS application (Arya et al. 2010). The 
configuration can be done by all SMEs that use a particular SaaS application. 
However, SMEs can choose to customise the SaaS application to address their 
specific needs (i.e. core differentiating values). The customisation of SaaS allows 
users to extend or refine the vendor-offered features to meet the unique needs of a 
particular firm (Sun et al. 2008). Hence, this research posits that the making 
technology work capability can provide the SMEs with the ability to maintain their 
core structural resource differences (Clemons and Row 1991) with SaaS. The 
following excerpt from the interviews conducted in this study provides an example 
of how one case (Rentals) was able to continue its differentiated processes in 
marketing by specific SaaS customisations:   
“Because how we do our marketing …. We market a couple of ways; 
we market based on a person, we also market based on an activity 
that relates to a person’s property. So, which is different, like 
scheduling a call to someone to follow-up in a month’s time is easy 
enough, but actually tracking when that person who owns that 
property, when that property is available for rent and triggering 
marketing based on that event and happens with the property, that’s 
why we have the customisation.” – Chief Digital Officer, Rentals 
With customisations of the SaaS application, the SME can continue to leverage 
its strategic differentiating resources (Clemons and Row 1991). Such a purposeful 
customisation can also provide the justification for additional investments associated 
with the customisation of SaaS.  
This study explains that SMEs have the option of sourcing some of the IS 
capabilities (architecture planning, business systems thinking, making technology 
work) externally from SaaS intermediaries. This enables all SMEs to overcome their 
traditional technology skill and knowledge constraints (Taylor and Murphy 2004) 
and achieve basic benefits from the use of SaaS. However, based on the evidence 
from the SMEs in the present study that were leveraging SaaS with a high degree of 
success and on current knowledge on IS capabilities for sustaining competitive 
advantages with IS (Bharati and Chaudhury 2009; Bhatt and Grover 2005; Doherty 
and Terry 2009), this study posits that these IS capabilities (Table 7-1) can also help 
SMEs sustain their business benefits through the use of SaaS.   
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7.4.4 Less Necessary IS Capabilities for SMEs’ Successful Leveraging of SaaS 
This study identified that SMEs have less need for contract monitoring, vendor 
development, relationship building and project management capabilities in the 
successful leveraging of SaaS. This section explains the theoretical implications of 
this finding. 
 In terms of the contract monitoring capability, specification of the SLA, 
pricing model, relationships, contract management function, negotiation strategy, 
team and effective negotiation are among the different tasks performed during the 
planning and engaging activities of the external sourcing process of IS/IT services 
(Cullen et al. 2006). In the present study, the focus on SLA and quality measures of 
the SaaS applications, and the negotiation of the contract value or terms were very 
limited in five cases. This study posits that the technology-based benefits of the SaaS 
model, namely, the low cost of subscription, 7*24 availability, quality and reliability 
(Waters 2005), could be the contributing factors behind the limited evidence of the 
contract monitoring capability. 
Vendor development is another IS capability that is less necessary for SMEs’ 
successful leveraging of SaaS. Firstly, there was no evidence of any mutually 
beneficial long-term relationship between SMEs and SaaS vendors in all six cases. 
This finding is in alignment with the explanation that there is only weak support for 
the vendor development capability on the client side of business process outsourcing 
(Bharadwaj et al. 2010).   
Relationship building is defined as getting the business functions actively 
involved in IS/IT issues (Feeny and Willcocks 1998b). Due to the limited role of the 
IT function in the SMEs and the extended role of business functions with SaaS use, 
this study concludes that the relationship building capability is less necessary for 
SMEs’ successful leveraging of SaaS.  
The project management capability describes the ability to manage scope, 
resources and time through planning, organising and controlling multi-disciplinary 
teams as part of SaaS implementation use (Cragg et al. 2011). The evidence in this 
study indicates that the project management capability is less necessary for SMEs’ 
successful leveraging of SaaS. This finding contradicts recent observations that 
include project management as one of the core IS capabilities (Willcocks et al. 2006). 
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The project management capability was excluded in the initial model (Feeny and 
Willcocks 1998a) since it was identified as an organisational capability and not 
specific to IS. This study posits that the size of these firms and the operational focus 
of initial SaaS implementation (Chapter 6, Table 6-24) in the selected cases could 
have contributed to this contradictory finding. Future research can increase the 
number and type of SME cases in order to evaluate the extent to which project 
management is needed by SMEs to successfully leverage SaaS. 
7.5 ORGANISATIONAL COMPLEMENTARITIES FOR SME SUCCESS 
This study explicated five organisational complementarities (individual expertise, 
learning about and by doing, process orientation, organisational adaptation and 
strategic orientation) and their dual relationship with IS capabilities for SMEs’ 
successful leveraging of SaaS. This section discusses the theoretical implications of 
those findings.  
The identification of SME complementarities and their relationship with IS 
capabilities contributes to knowledge in two ways. Firstly, existing knowledge on 
organisational complementarities has identified: a) the human and organisational 
resources (Powell and Dent-Micallef 1997) that work in conjunction with IT 
resources for competitive advantages, b) the use of IT innovations for sustaining the 
differentiating values of a firm (Clemons and Row 1991), and c) the productivity 
considerations of IT use at the macro level (Brynjolfsson 1993) and micro level 
(Bresnahan et al. 2002). However, these findings do not address the considerations 
relevant to the SME context of IS use. Considering IS knowledge about the resource 
constraints associated with SMEs’ IS use (Chapter 2, Table 2-7), understanding 
organisational complementarities can address an important knowledge gap by 
identifying the organisational complementarity resources needed for SMEs’ 
successful leveraging of SaaS.  
Secondly, these findings address the call for more investigations on the 
question of whether IS resources contribute to business value directly, only indirectly 
via the complementarities, or both directly and indirectly (Wade and Hulland 2004). 
The findings in the present study also provide a better understanding of the 
relationship between the organisational complementarities and IS capabilities, which 
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is also identified as an area where the knowledge is limited (Ravichandran and 
Lertwongsatien 2005).  
7.5.1 Organisational Complementarities Needed 
Table 7-2 lists the five organisational complementarities identified in this study as 
necessary for SMEs’ successful leveraging of SaaS. The level at which the SMEs 
demonstrated these complementarities (firm or individual) was also identified (as 
shown in the last column). Existing knowledge on the organisational 
complementarities of IS resources focuses more on the firm level (Powell and Dent-
Micallef 1997; Siqueira and Fleury 2011; Zhu 2004) and knowledge is scant on the 
individual level (Wade and Hulland 2004). This study posits that the identification of 
individual-level complementarities is necessary for the SME context considering the 
significant influence of individuals on SMEs’ IS strategies (Duhan et al. 2001; Levy 
and Powell 2000). The theoretical implications of the individual- and firm-level 
complementarities in terms of how they compare and contrast with the existing 
knowledge are discussed next. 
Table 7-2: SME organisational complementarities 
Complementar
ities Identified 
in this Study  
Level Conceptual Origins  Research Observations 
Individual 
expertise 
Individual The knowledge and skills residing 
within the individual employees 
of the firm (Peppard and Ward 
2004) 
Past experience-based skills 
which can be technical or 
functional  
Learning about 
and by doing 
Individual Gain knowledge from making 
sense of information available 
without formal commitments;  
Gain knowledge by implementing 
and operating (Wang and 
Ramiller 2009) 
Learn from environment 
before subscribing contracts; 
Learn while using SaaS after 
establishing contracts 
Organisational 
adaptation 
 
Firm Dynamic process of maintaining 
an effective alignment with 
environment while maintaining 
internal interdependencies (Miles 
et al. 1978) 
Willingness and ability to 
complete the necessary 
changes to human and 
functional resources  
Process 
orientation 
 
Firm Taking a process view of the firm 
where process represents a 
collection of tasks which, when 
performed effectively, produce 
pre-determined, desired outcomes 
(Bentley 1995) 
Demonstration of quality 
process certifications and 
SME process awareness  
Strategic 
orientation 
 
Firm Reflects the strategic directions 
implemented by a firm targeting 
the customers, competition and 
technology (Gatignon and Xuereb 
1997) 
SMEs focus on growth, 
customer service and 
competitive analysis 
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7.5.2 Individual-Level Complementarities 
This study identified individual expertise and learning about and by doing as two 
individual-level complementarities that can contribute to SMEs’ successful 
leveraging of SaaS. This section discusses the implications of both individual-level 
complementarities. Research has identified the CEO’s knowledge on computers, 
users’ computer literacy and presence of system analysts as internal expertise factors 
that can influence IS success in small business (Yap et al. 1992). Individual business 
and technical knowledge, behaviours and attitudes are identified as the resources that 
contribute to the creation of IS capability at the firm level (Peppard and Ward 2004). 
However, this study found that SaaS users with past functional or technical 
experience can contribute to both effective and enhanced use of SaaS. This finding 
differs from the traditional knowledge which places a much higher significance on 
owners’ expertise and interests as the primary factors for IS adoption in SMEs (Yap 
et al. 1992; Yap et al. 1994).  
The role played by the learning by doing complementarity is explicated with 
reference to:  
 how the learning by doing complementarity can enable IS systems to transform 
the firm resources into core capabilities through routinization, capability and 
strategy loops  
 How the early digital experiences can enable learning by doing and provide 
management with insights into how IS and business resources can contribute to 
organisation agility (Andreu and Ciborra 1996; Sambamurthy et al. 2003).  
The learning by doing activities covers the individual users’ learning about 
SaaS implementation and use after subscription contracts are set up by the firm. Any 
learning that can occur before the contracts are established is referred to as “learning 
about” in this study based on existing knowledge on community learning in IT 
innovation (Wang and Ramiller 2009). The learning about complementarity is 
explained as part of the community learning in which the learner gets new 
knowledge prior to engaging with a service through formal contracts (Wang and 
Ramiller 2009).  
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The learning about complementarity in the context of SaaS for SMEs includes: 
a) users gathering knowledge about SaaS from vendors, b) learning from online 
communities and user group forums, and c) learning through the free trial periods of 
use. Based on this evidence and knowledge, this study posits that learning about is a 
new type of learning for individuals that can contribute to SMEs’ successful 
leveraging of SaaS. Based on universal access to SaaS and the role of individuals 
within SMEs, this study also posits that learning about and by doing occurs at the 
individual level in SMEs rather than at the organisation level.  
7.5.3 Firm-Level Complementarities 
The organisational adaptation complementarity was demonstrated by SMEs that were 
leveraging SaaS at high and medium levels of success during implementation and 
post-implementation use. This study posits that organisational adaptation with IT use 
includes both user-level adaptation (Beaudry and Pinsonneault 2005; Elie-dit-
cosaque and Straub 2011) as well as structural adaptations enabled by technology 
mediation (Volkoff et al. 2007). User adaptations were evidenced in the new 
responsibilities for business users demonstrated in two medium-sized firms in this 
study. The structural adaptation originates from the SMEs’ recognition of the need to 
change the business. The need for all firms to be adaptable to change was discussed 
by the Rentals’ CDO as follows:  
“Because we realise from a business point of view that to continue to 
grow, but also to position ourselves ahead of the competition we as an 
organisation have to go through some changes. So as an organisation 
we’ve got to be adaptive to change, and if you’re not receptive to that 
unfortunately longer term there’s probably not that many positions 
within organisation and I think that’s probably a common theme with a 
lot of organisations” – CDO, Rentals 
The next firm-level complementarity demonstrated by SMEs that were 
leveraging SaaS successfully was strategic orientation. Strategic orientation refers to 
the generic patterns of “means” employed to achieve the business goals and business 
success in relation to both realised business strategy and IS strategy (Chan et al. 
1997; Venkatraman 1989). Research on SMEs’ strategic use of IS has found that 
SMEs lack explicit strategic planning in regard to both business and IT (Ballantine et 
al. 1998). In terms of the business strategic orientation in SMEs, one large study of 
SMEs proposed that the type of orientation (prospector, defender or analyser) can 
have an influence on the firm performance (Aragón-Sánchez and Sánchez-Marín 
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2005). Based on the significance of the strategic orientation complementarity and 
specific evidence related to the business goals of the medium size firms in this study 
that were leveraging SaaS with high or medium levels of success, this research 
concludes that strategic orientation can be developed through the enhanced use of 
SaaS for the realisation of advanced benefits.  
7.5.4 Organisational Complementarities and IS Capabilities Relationships 
The SME complementarities demonstrated a contributing relationship with IS 
capabilities when the SME cases initially implemented SaaS. However, it 
transformed into a mutually reinforcing relationship with effective and enhanced use 
(Chapter 6, Table 6-23). This study explicated that SME individual 
complementarities (individual expertise, learning about and by doing) can have 
contributing relationship with IS capabilities and enable SMEs to demonstrate 
business systems thinking, making technology work capabilities as well as allow 
them to develop information management, benefits management capabilities during 
SaaS implementation. In addition to this, SME organisational complementarities 
(process orientation, organisational adaptation and strategic orientation) demonstrate 
a mutually reinforcing relationship with IS capabilities (change management, 
informed buying of add-on applications, business systems thinking and making 
technology work by functional users) with the enhanced use of SaaS applications. 
This section discusses the theoretical implications of the dual relationship between 
SME complementarities and IS capabilities.   
The IS literature explains how organisational complementarities can have a 
moderating effect on the contribution of IS resources to deliver and sustain business 
benefits for firms (Wade and Hulland 2004). However, knowledge is scant on the 
relationship between IS resources and organisational complementarities 
(Ravichandran and Lertwongsatien 2005) and the need for more investigations into 
the relationship is also explicit (Wade and Hulland 2004). In addition, the studies on 
complementarities describe a one-directional relationship, that is, a) either IS 
resources contributing to organisational complementarities for sustaining structural 
differences in firms (Clemons and Row 1991), or b) human and organisational 
resources contributing to IS resources for firms’ competitive advantages (Powell and 
Dent-Micallef 1997). This research is the first study which explains the dual nature 
of the relationship between organisational complementarities and IS capabilities as 
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well as how this relationship changes from contributing (Figure 7-2) to mutually 
reinforcing (Figure 7-3) through the enhanced use of SaaS.  
7.5.5 Organisational Complementarities for SMEs’ Success with SaaS 
This study posits that understanding how organisational complementarities interact 
with IS resources and capabilities is important within the context of SMEs’ success 
with SaaS for two reasons. Firstly, SMEs have only limited resources and adopt 
operational-driven strategies for IS use (Ballantine et al. 1998; Levy and Powell 
2000). Hence explication of specific complementary resources provides the 
necessary insight for the SMEs’ success with SaaS. Secondly, SaaS is a common IT 
resource that is available for all SMEs; hence, in order to sustain the business 
differentiation with SaaS, IS knowledge will need to identify the specific 
organisational resources that are complementary to the IS capabilities. The 
discussion on complementarities is summarised as follows:  
 SMEs need the individual expertise and learning about and by doing 
complementarities for the individual employees for the implementation and 
initial use of SaaS and for the realisation of basic benefits. 
 SMEs need the strategic orientation, organisational adaptation and process 
orientation complementarities for the realisation of advanced benefits during 
implementation and subsequent use of SaaS.  
 The organisational complementarities demonstrate a contributing relationship 
with IS capabilities during the initial implementation of SaaS. This turns into a 
mutually reinforcing relationship during the post-implementation use of SaaS. 
7.6 CHAPTER CONCLUSION 
The following points summarise the discussion in this chapter on IS capabilities, 
organisational complementarities and the two approaches encapsulated in the SaaS 
for SME success model, namely, the effective use of SaaS for basic benefits and the 
enhanced use of SaaS for advanced benefits: 
 A model is proposed to explain how SMEs can implement and use SaaS for basic 
and advanced benefits 
o The model explains how SMEs can effectively use SaaS for transactional 
and informational benefits upon implementation 
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o The model explains how SMEs can make novel (enhanced) use of SaaS 
features for strategic and transformational benefits during post-
implementation usage. 
 The IS capabilities needed by SMEs to successfully leverage SaaS were 
identified and described 
o A novel approach was followed in the empirical evaluation of the 
existence of IS capabilities by analysing the activities underlying IS 
capabilities (Chapter 2, Table 2-17) 
o Two additional IS capabilities (information management, SaaS 
embeddedness) were identified as necessary for SMEs’ successful 
leveraging of SaaS 
o The changes in SMEs including changes to functional structures, 
individual job characteristics and underlying activities associated with IS 
capabilities that can contribute to SMEs’ successful leveraging of SaaS 
were explained 
o The IS capabilities that may not be needed for SMEs’ successful leverage 
of SaaS were identified.  
 The SME complementarities necessary for SMEs’ successful leverage of SaaS 
were identified 
o At the individual level, the necessary complementarities are individual 
expertise and learning about and by doing 
o At the firm level, the necessary complementarities are organisational 
adaptation, process orientation and strategic orientation 
o There is a dual relationship between IS capabilities and SME 
complementarities 
 Complementarities demonstrate a contributing relationship with IS 
capabilities during the initial implementation of SaaS in SMEs 
 Complementarities can also demonstrate a mutually reinforcing 
relationship with IS capabilities through the use of SaaS in SMEs. 
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Chapter 8: Conclusion 
“We must find better ways to identify real-world phenomena that are important 
scientifically and practically and to ‘see’ them in rich creative ways.” – 
Weber(2014) 
8.1 INTRODUCTION 
This study commenced with an exploration of how affordable and easily accessible 
SaaS applications can enable SMEs to overcome their traditional challenges by 
leveraging IS/IT innovations. This research problem was how SMEs can leverage 
SaaS. This problem was answered with three research questions: 
1) How are SMEs sourcing and leveraging SaaS? 
2) What are the IS capabilities needed by SMEs for sourcing and leveraging SaaS? 
3) What are the organisational complementarities needed by SMEs for sourcing and 
leveraging SaaS?   
This chapter summarises this study addressed the research problem and 
discusses the study’s contributions to knowledge and practice, the study’s limitations 
and the recommended directions for future research. First, a summary of how the 
thesis has addressed the research questions is presented, along with the key findings 
for each question. Subsequently, the study’s contributions to knowledge and the 
practical implications for real-world SMEs are discussed. It concludes with a 
discussion of the limitations of the study and promising directions for future 
research. 
8.2 ADDRESSING THE RESEARCHPROBLEM AND QUESTIONS 
This study proposes a SaaS for SME success model (Figure 8-1) to address the 
research problem how SMEs can leverage with SaaS. This model provides the 
explanation for how specific IS capabilities (Chapter 7, Table 7-1) and organisational 
complementarities (Chapter 7, Table 7-2) can enable the SMEs with both effective 
and enhanced use of SaaS for achieving basic and advanced benefits. A more 
detailed explanation of how this model addresses the problem for SMEs is given in 
Sections 8.3 and 8.4.   
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Table 8-1 provides the reference sections related how each of research and 
investigation questions were addressed in this thesis. It is followed by a brief 
description of the core findings for each of these questions.  
Table 8-1: Research questions and relevant sections in the thesis 
Research Question Within-Case 
Analysis 
(Chapters 4 and 5) 
Cross-Case 
Analysis 
(Chapter 6) 
Discussion 
(Chapter 7) 
RQ1:  How are SMEs sourcing and 
leveraging SaaS? 
  Sections 7.2, 
7.3 
1.1 How are SMEs sourcing SaaS? Sections 4.2.2, 
4.3.2, 4.4.2, 4.5.2, 
4.6.2, 4.7.2  5.2.2, 
5.3.2, 5.4.2 
Sections 6.2.1, 
6.2.2 
 
1.2 How are SMEs leveraging SaaS Sections 4.2.2, 
4.3.2, 4.4.2, 4.5.2, 
4.6.2, 4.7.2  5.2.3, 
5.3.3, 5.4.3 
Section 6.2.3   
RQ2: What are IS capabilities needed by 
SMEs for sourcing and leveraging SaaS? 
  Sections 7.2,  
7.4 (Table 7-
1) 
2.1 What are the internal IS capabilities 
needed by SMEs? 
Sections 4.2.3, 
4.3.3, 4.4.3, 4.5.3, 
4.6.3, 4.7.3 
Section 6.3.1 
(Table 6-9) 
 
2.2 What are the external IS capabilities 
provided by SaaS intermediaries? 
Sections 5.2.4, 
5.3.4, 5.4.4 
Section 6.3.1 
(Table 6-15) 
 
2.3 Which IS capabilities are individual 
level and which are firm level? 
Sections 4.2.3, 
4.3.3, 4.4.3, 4.5.3, 
4.6.3, 4.7.3 
Section 6.3.1 
(Table 6-7) 
 
2.4 Which IS capabilities are the 
responsibility of business and which are 
the responsibility of IT? 
Sections 4.2.3, 
4.3.3, 4.4.3, 4.5.3, 
4.6.3, 4.7.3 
Section 6.3.1 
(Table 6-8) 
 
RQ3: What are the organisational 
complementarities needed by SMEs for 
sourcing and leveraging SaaS? 
  Sections 7.2,  
7.5 (Table 7-
2) 
3.1 Which organisational 
complementarities are individual level and 
which are firm level? 
Sections 4.2.4, 
4.3.4, 4.4.4, 4.5.4, 
4.6.4, 4.7.4 
Section 6.4.3 
(Table 6-22) 
 
3.2 What are the relationships between 
organisational complementarities and IS 
capabilities? 
Sections 4.2.4, 
4.3.4, 4.4.4, 4.5.4, 
4.6.4, 4.7.4 
Section 6.4.3 
(Table 6-23) 
 
 
RQ1: How are SMEs sourcing and leveraging SaaS? 
In order to address the first research question, it was necessary to look closely into 
the SaaS sourcing and leveraging activities performed by the SMEs based on an a-
priori framework of sourcing (Chapter 2, Table 2-8) and leveraging (Chapter 2, 
Table 2-9) activities. 
An overall finding of the sourcing and leveraging was that: a) functional users 
can take the responsibility for sourcing and leveraging activities in SMEs, and b) the 
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role of the IS/IT function is very limited in the SME context. This shift of 
responsibility is made possible by: a) organisational complementarities (learning 
about and by doing, individual expertise and organisational adaptation), and b) 
access to the required IS capabilities (architectural planning, business systems 
thinking, and making technology work) from SaaS intermediaries during initial 
implementation. The details in the next two sub-sections (RQ1.1 and RQ1.2) 
elaborate the study’s key findings related to sourcing and leveraging. 
RQ1.1 How are SMEs sourcing SaaS? 
The SaaS sourcing activities were analysed using a business services sourcing 
framework based on the literature review (Chapter 2, Table 2-8). The findings 
explicate: a) the limited scope and nature of the SaaS contracting activity, b) the role 
of SaaS intermediaries during initial implementation, c) the business and technology 
changes resulting from the SaaS implementation, and d) the functional users’ 
responsibility for SaaS-related tasks. 
This study identified that initial contracts and subscription renewal activities 
had limited significance when SMEs sourced SaaS. This finding contrasts with the 
higher significance placed on contracting in traditional outsourcing knowledge when 
on firms’ outsourcing of business and IT services (Lacity and Willcocks 2006). This 
study posits that a number of factors contribute to the reduced significance given by 
SMEs to setting up sourcing contracts. These factors are: a) the low cost and 
flexibility of the subscription contracts, b) the vendors’ trial offers to experiment 
without setting up the contracts, c) the ease of setting up contracts through the 
internet, and d) the reliability of enterprise SaaS applications.   
This study explained how all SMEs complete configuration (Arya et al. 2010) 
and customisation (Sun et al. 2008) tasks as part of SaaS implementation. The 
resulting technology and business changes were described in Chapter 6 (Table 6.2). 
This study identified that the implementation tasks continue during the use of SaaS 
applications. The frequent, automated SaaS upgrades and the functional users’ ability 
to perform technology tasks through learning about and by using SaaS applications 
contribute to the ongoing implementation activities of SaaS applications and 
upgrades in SMEs. 
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This study also explained how SaaS intermediaries can provide the services to 
complete these tasks during initial implementation. These findings are in alignment 
with existing knowledge on the role of intermediaries for all cloud services 
(Leimeister et al. 2010) and the adoption of SaaS (Haselmann and Lipsky 2012). 
This study explicated that the responsibility for SaaS sourcing and leveraging 
activities lay with the functional teams in SMEs. This finding contrasts with the 
extant knowledge on new technology adoption in SMEs (Ballantine et al. 1998; Levy 
and Powell 2000) which explains that SME owner-managers are responsible for all 
technology use-related decisions in SMEs. This study posits that individuals’ prior 
expertise, ease of experimentation with SaaS and the role of intermediaries are 
contributing factors for this difference. The next section presents the findings related 
to how SMEs are leveraging SaaS.  
RQ1.2 How are SMEs leveraging SaaS? 
 
The SaaS leveraging by SMEs in this study, relates to the use of SaaS applications 
after implementation and the benefits achieved from SaaS use in SMEs. Based on the 
evidence in this study, this study posits that SMEs: a) effectively use SaaS to achieve 
basic (transactional and informational) benefits, and b) make enhanced use of SaaS 
to achieve advanced (strategic and transformational) benefits. The key implications 
are: a) SMEs can achieve and sustain business benefits from SaaS use, and b) the job 
characteristics of functional users are expanding (i.e. they are performing tasks that 
were traditionally done by the IT function or intermediaries) in SMEs when 
leveraging SaaS.  
Based on the evidence from the six SME cases this study explicated that SMEs 
realise transactional and informational benefits (Mirani and Lederer 1998) through 
the initial implementation and use of SaaS. It also provided the insight that SMEs 
achieve strategic and transformational benefits (Gregor et al. 2006) during the post-
implementation use of SaaS. Hence, based on the evidence from these cases on the 
two IS success model dimensions, namely, the use and benefits (Petter et al. 2013) of 
SaaS, this study concludes that SMEs achieve success through: a) the effective use of 
SaaS with basic benefits, and b) the enhanced use of SaaS with advanced benefits.  
This research also identified that the SME functional users perform the simple 
SaaS technical tasks (customisation and configuration) when the SaaS applications 
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are used within their routines. The study explicates that the expansion of the job 
characteristics (Bala and Venkatesh 2013) of functional users in SMEs arises from: 
a) individual expertise, and b) learning about (Wang and Ramiller 2009) new SaaS 
features and using those features as part of their routines (learning by doing) 
(Doherty 2014). The next two sections present the key findings related to Research 
Questions 2 and 3 in this study. 
RQ2: What are the IS capabilities needed by SMEs for sourcing and leveraging 
SaaS? 
This study established an a-priori framework of IS capabilities and associated 
activities (Chapter 2, Table 2-17) using the core IS capabilities for exploiting IT 
model (Feeny and Willcocks 1998a) and three exploitation capabilities (benefits 
management, project management and managing change) from the IS capability 
definition model (Peppard and Ward 2004). This study established an a-posteriori list 
of ten IS capabilities (Chapter 7, Table 7-1) that are needed by SMEs when sourcing 
and leveraging SaaS. It also explicated that SMEs need IS leadership, benefits 
management, managing change and information management capabilities for the 
enhanced use of SaaS in order to achieve advanced benefits.  
Based on the explanation about the limited significance of contracting when 
SMEs source SaaS (RQ1.1), this study posits that the sourcing-related IS capabilities 
are either less needed (vendor development, contract monitoring) or have a limited 
contribution (informed buying and contract facilitation) to SMEs’ success with SaaS.   
RQ2.1 What are the internal IS capabilities needed by SMEs for sourcing and 
leveraging SaaS? 
This study identified six IS capabilities (benefits management, IS leadership, 
information management, informed buying, contract facilitation and managing 
change) as the internal capabilities needed by SMEs for success with SaaS. It also 
identified that business systems thinking, making technology work and architecture 
planning can be internal or sourced externally from SaaS intermediaries. However, 
based on the evidence from case organisations with high and medium levels of 
success in leveraging SaaS, this study posits that SMEs can develop these 
capabilities internally within their business functions and use intermediaries only for 
advanced SaaS technology skills.   
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Based on the evidence from the two IT firms that had been using SaaS for the 
longest periods, this study posits that SaaS embeddedness is another internal 
capability that can contribute to SMEs’ advanced benefits from SaaS use.  
RQ2.2 What external IS capabilities are provided by SaaS intermediaries? 
Based on the within-case analysis of the three intermediary cases (Chapter 5) and the 
cross-case analysis findings (Chapter 6, Table 6-15), this study identified that making 
technology work, business systems thinking, architecture planning and information 
management capabilities were provided by SaaS intermediaries for SMEs. This study 
also observed that the SME cases in this study had internally sourced the information 
management capability (Chapter 6, Table 6-9) even though the SaaS intermediaries 
offered this capability to SMEs. This study identified that SMEs can externally 
source IS capabilities from SaaS intermediaries either implementation only, or on an 
as needed basis or with ongoing contracts for success with SaaS use. The findings on 
SMEs sourcing of IT skills from SaaS intermediaries are in alignment with extant IT 
adoption and cloud services adoption knowledge (Daniel et al. 2002; Ramdani and 
Kawalek 2007; Xin and Levina 2008b).  
RQ2.3 Which IS capabilities are individual level and which are firm level? 
This study identified that more IS capabilities were demonstrated at the firm level 
than at the individual level. This research posits that this is important for the context 
of SMEs using SaaS for growth. The demonstration of more firm-level IS 
capabilities conforms to Peppard and Ward’s (2004) conceptualisation of IS 
capability but aligns less to the association of IS capabilities at the level of the 
individual role (Willcocks et al. 2012) in the IS function (Feeny and Willcocks 
1998b).   
This finding also differs from the IT adoption knowledge on the significant 
influence of owner/managers’ knowledge and capabilities on SME success with IS 
(Chibelushi 2008; Ramdani and Kawalek 2007). This study posits that the lower 
significance of the SME owner/manager’s role in SME’s success with SaaS arises 
from: a) the functional users’ ability to trial SaaS applications without setting up 
contracts, b) the low subscription costs of SaaS and ease of access over the internet 
allowing for functional managers’ decision making, c) the inclusion of three small IT 
firms in the study sample, and d) the size of the medium firms in this study.   
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RQ2.4 Which IS capabilities are the responsibility of business and which are the 
responsibility of IT? 
This study identified that the business functions were responsible for IS capabilities 
of IS leadership, informed buying, contract facilitation, benefits management, 
information management in SMEs with SaaS success. In addition, it was found that 
SMEs sourced the architecture planning, business systems thinking and making 
technology work capabilities from SaaS intermediaries during the initial 
implementation of SaaS. However, as evidenced in this study the business functions 
also take the responsibility for these three capabilities for the effective and enhanced 
use of SaaS within their routines. The internal IT function’s responsibility for IS 
capabilities is limited in SMEs with SaaS success. The finding on the business 
functions’ responsibility for the IS capabilities arises from: a) the inclusion of three 
small IT firms in the study sample, b) the specific individuals’ expertise, and c) the 
SMEs’ access to SaaS intermediaries’ knowledge during initial implementation. This 
finding reconfirms the positioning of IS capabilities and competencies at the 
organisational level in SMEs (e.g. Cragg et al. 2011; Duhan 2007).  
RQ3: What are the organisational complementarities needed by SMEs for 
sourcing and leveraging SaaS?  
This study is one of the first studies that to identify the distinctive organisational 
complementarities (individual expertise, learning about and by doing, process 
orientation, organisational adaptation and strategic orientation) in the context of 
SMEs’ sourcing and leveraging of IS. It also posits the dual relationship 
(contributing to and mutually reinforcing) between organisational complementarities 
and IS capabilities that contribute to SMEs’ success with SaaS. The findings related 
to the two sub-questions on organisational complementarities are elaborated next.  
RQ3.1 Which organisational complementarities are individual level and which 
are firm level? 
This study identified that the individual-level complementarities were individual 
expertise and learning about or by doing. The firm-level complementarities identified 
in the study were strategic orientation, organisational adaptation, process orientation. 
The individual- and firm-level identification of complementarities in the SME 
context is a significant contribution to IS knowledge since most of the extant 
knowledge on organisational complementarities has identified complementarities at 
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the firm level (Bresnahan et al. 2002; Powell and Dent-Micallef 1997; Tanriverdi 
2005; Wade and Hulland 2004; Zhu 2004) in the large firm context rather than at the 
individual level (Bhatt 2002) for the SME context.   
This study is also one of the first that identifies the two distinct types of 
learning (learning about (Wang and Ramiller 2009) and learning by doing (Doherty 
2014)) occurring at the individual level in SMEs with effective and enhanced use of 
SaaS. This study posits that the two types of learning in SMEs with successful 
leveraging of SaaS occur due to: a) the dynamic nature of the SaaS marketplace, b) 
the automatic and frequent application upgrades delivered without additional costs, 
and c) the vendor-offered trial use periods. 
RQ3.2 What are the relationships between organisational complementarities 
and IS capabilities? 
This study explicated the dual nature of the relationship between SME 
complementarities and IS capabilities needed by SMEs for success with SaaS. 
During the initial implementation of SaaS, SME complementarities can demonstrate 
an interactive, contributing relationship (Chapter 6, Column 2 in Table 6-23) in terms 
of either the external sourcing of specific IS capabilities or the internal development 
of the IS capabilities by the SME. During the post-implementation use of SaaS, a 
mutually reinforcing relationship can be demonstrated between these two whereby 
the IS capabilities can contribute to enhancing the specific organisational 
complementarities (Chapter 6, Column 3 in Table 6-23). 
8.3 CONTRIBUTIONS TO KNOWLEDGE 
This research commenced with the problem of how SMEs can leverage SaaS. As part 
of this exploration, this study also identified the knowledge gaps on the IS 
capabilities (Feeny and Willcocks 1998a; Peppard and Ward 2004) and 
organisational complementarities (Powell and Dent-Micallef 1997; Wade and 
Hulland 2004) needed by SMEs for sourcing and leveraging SaaS to overcome the 
challenges associated with achieving benefits with use of IS/IT artefacts (Heenetigala 
and Armstrong 2009; Levy et al. 2001; Taylor and Murphy 2004). This study makes 
the following contributions to knowledge: 
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 A SaaS for SME success model to explain how IS capabilities and organisational 
complementarities contribute to SMEs’ achievement of business benefits through 
the use of SaaS with two approaches 
o A basic model of the IS capabilities and organisational complementarities 
that contribute to SMEs’ achievement of transactional and informational 
benefits through the effective use of SaaS 
o An advanced model of the IS capabilities and organisational 
complementarities that contribute to SMEs’ achievement of strategic and 
transformational benefits through the enhanced use of SaaS 
 Identification and description of the IS capabilities needed by SMEs for success 
through the leveraging of SaaS 
 Identification and description of the organisational complementarities needed by 
SMEs for success through the leveraging of SaaS 
 Explication of the dual relationship between IS capabilities and organisational 
complementarities 
Proposal of a SaaS for SME success model to explain how IS capabilities and 
organisational complementarities can contribute to SMEs’ achievement of business 
benefits with two approaches (effective and enhanced use) 
The aim of this study was to explore how SMEs can overcome their traditional 
constraints by leveraging IS innovations delivered as SaaS. The development of the 
SaaS for SME success model (Figure 8-1) achieved that aim through the explanation 
of how IS capabilities and organisational complementarities contribute to SMEs’ 
success with SaaS. As IS resources are being transformed into digital service utilities 
and delivered over the internet, the need to consider both IS capabilities and 
organisational complementarities is emphasised by IS scholars (Ravichandran and 
Lertwongsatien 2005; Wade and Hulland 2004). The BVIT research stream also calls 
for: a) an explanation of the relationships between IS innovations and change in IS 
capabilities, and b) the identification of synergy opportunities from IS assets 
(Schryen 2013). The SaaS for SME success model proposed in this study addresses 
these calls by explicating the IS capabilities and organisational complementarities 
needed by SMEs when using SaaS for business benefits.  
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Figure 8-1: SaaS for SME success model 
 
This study is also the first to propose two approaches to the identification of the 
IS capabilities and organisational complementarities needed for SME success with 
SaaS. The two distinct approaches accommodate: a) SMEs that are only interested in 
achieving operational efficiencies and improving performance with the effective use 
of SaaS (Figure 8-2), and b) SMEs that are interested in exploring new opportunities 
as well as sustaining their competitive differentiation through the enhanced use of 
SaaS (Figure 8-3). The two models are elaborated next. 
A basic model with the IS capabilities and organisational complementarities that 
contribute to SMEs’ achievement of transactional and informational benefits through 
the effective use of SaaS 
This study identified the set of IS capabilities and organisational complementarities 
that are relevant for any SME that is using SaaS or considering the use of SaaS for 
cost efficiencies as well to improve their information distribution needs. The basic 
model (Figure 8-2) provides an explanation of how specific IS capabilities (informed 
buying, business systems thinking, making technology work, architecture planning, 
contract facilitation and managing change) and organisational complementarities 
(individual expertise, learning about and by doing, organisational adaptation, and 
process orientation) contribute to the implementation and effective use of SaaS in 
SMEs for achieving transactional and informational benefits. 
  
Chapter 8: Conclusion 277 
 
Figure 8-2: SaaS for SME success model – Effective use for basic benefits 
 
An advanced model with the IS capabilities and organisational complementarities 
that contribute to SMEs’ achievement of strategic and transformational benefits 
through the enhanced use of SaaS 
This study identified the set of IS capabilities and organisational complementarities 
that are relevant for SMEs that use SaaS for pursuing new business opportunities for 
growth and competitive differentiation. The advanced model (Figure 8-3) explains 
how IS capabilities (IS leadership, benefits management, information management, 
managing change, SaaS embeddedness) and organisational complementarities 
(individual expertise, learning about and doing, organisational adaptation and 
strategic orientation) enable SMEs to make novel use of SaaS features and 
implement new SaaS applications for the achievement of strategic and 
transformational benefits. 
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Figure 8-3: SaaS for SME success model – Enhanced use for advanced benefits 
 
Identification and description of the IS capabilities needed by SMEs for success with 
SaaS 
Through the literature review, this study identified the scant knowledge on IS 
capabilities in the context of SMEs’ use of SaaS (Chapter 2, Section 2.8.2). A similar 
finding is reported by a recent review of IS capabilities knowledge which pointed out 
that IS researchers still have a long way to go as the knowledge is only limited (Chan 
and Levallet 2013). With the identification of the IS capabilities and organisational 
complementarities needed by SMEs for success with SaaS resources, this study also 
contributes to the ongoing search for the elusive causality associated with how 
organisations can sustain business success with IS/IT resources (Kohli and Grover 
2008; Sharma and Shanks 2011; Soh and Markus 1995a). This study makes the 
following contributions to IS capabilities knowledge:  
 The identification and description of ten IS capabilities (IS leadership, benefits 
management, information management, managing change, SaaS embeddedness, 
architecture planning, business systems thinking, making technology work, 
informed buying, and contract facilitation) needed by SMEs for success with 
SaaS (Chapter 7, Table 7-1). 
 The explanation of how the division between the IS and user functions is blurring 
in SMEs due to business functions taking responsibility for SaaS sourcing 
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decisions and the expanding nature of the job characteristics of business users 
with the use of SaaS. 
  The adoption of a novel method by the analyses of the activities underlying IS 
capabilities to identify the high or low existence of specific IS capabilities in 
SMEs (Chapter 2, Table 2-17). 
Identification and description of the organisational complementarities needed by 
SMEs for success with SaaS 
An extended review of RBV adoption theory in IS has called for the identification of 
organisational complementary resources that can either contribute to, mutually 
enhance or replace IS assets and capabilities (Wade and Hulland 2004) to sustain the 
long term benefits with IS. This need is further amplified by the view in the BVIT 
literature that the transformation of IT assets to enduring organisational benefits is a 
“black box” and that exposing the contents of this box remains an important topic in 
IS research (Melville et al. 2004; Nevo and Wade 2010). This study makes three 
main contributions that address the gaps in understanding organisational 
complementarities in IS.  
Firstly, this study identified that individual expertise and learning about and by 
doing are the individual-level complementarities that contribute to SMEs’ success 
with SaaS (Chapter 7, Section 7.5.2). Secondly, the study identified that strategic 
orientation, process orientation, organisational adaptation are the firm-level 
organisational complementarities that contribute to SMEs’ success with SaaS 
(Chapter 7, Section 7.5.3).Thirdly, the study explicated the dual relationship between 
organisational complementarities and IS capabilities for SMEs’ success with SaaS 
(Chapter 7, Section 7.5.4). The dual relationship is elaborated in more detail next. 
Explication of the dual relationship between IS capabilities and organisational 
complementarities 
This study identified and described the dual relationship between organisational 
complementarities and IS capabilities for SMEs’ success with SaaS. Firstly, the 
organisational complementarities in SMEs contribute to either internally developing 
the required IS capabilities or externally sourcing them from SaaS intermediaries for 
SMEs’ initial implementation and effective use of SaaS in order to achieve basic 
(transactional and informational) benefits. In addition, this study found that SME 
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complementarities also demonstrate a mutually reinforcing relationship with IS 
capabilities through the enhanced use of SaaS (i.e. the novel use of SaaS applications 
and features enabled by business systems thinking, making technology work and 
SaaS embeddedness capabilities) in order to achieve advanced (strategic and 
transformational) benefits. 
8.4 CONTRIBUTIONS TO PRACTICE 
This research was motivated by the goal to understand how SMEs can overcome the 
traditional challenges in leveraging IS innovations by the use of SaaS with its 
technology-specific benefits (e.g. elimination of hardware and software purchase 
costs, ease of access via the internet) and business-oriented benefits (e.g. employee 
mobility, collaboration across geographical locations, individual productivity and 
mining data insights) (McAfee 2011; Waters 2005).   
Empirical analysis of the literature on SME growth provided the insight that the 
fastest growing 4% of SME firms were expected to create more than 50% of jobs 
over a ten year period (Storey 2000). This raises a key question for government 
policy-makers in terms of how the remaining 96% can be assisted to increase their 
contributions to jobs creation. Senior IS scholars have also called for the IS 
community to share their findings and inform policy-makers, managers and decision-
makers about the implications of transformational IT (Lucas et al. 2013).  
This study makes two practical contributions to real-world SMEs and policy-
makers:  
 Guidelines for SMEs to leverage the digital capabilities offered by SaaS 
o SMEs can choose to invest only in a subset of IS capabilities and 
organisational complementarities for basic benefits 
o SMEs can also develop an IS strategy to achieve growth and competitive 
differentiation with the advanced model 
o SMEs will need to plan and implement the necessary business and 
technology changes to achieve basic and advanced benefits with SaaS 
o SaaS user SMEs can transform into SaaS providers with the SaaS 
embeddedness capability 
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 Government policy considerations for SME growth through digital capabilities. 
Each of these contributions is elaborated next. 
Guidelines for SMEs to leverage the digital capabilities offered by SaaS 
With the proposition of two models (Figure 8-2 and Figure 8-3) for SME success 
with SaaS, this study provides the following guidelines to SMEs that are either 
already using SaaS or evaluating use of SaaS for their technology needs. 
 SMEs can choose to invest only in a subset of IS capabilities and organisational 
complementarities for basic benefits  
Compared to the large enterprises, most SMEs have constraints that limit their ability 
to fully leverage from IS innovations (Chapter 2, Table 2-7). However, this study 
proposes that all SMEs can start with the basic benefits model (Figure 8-2). The 
basic model addresses the technology constraints for any SME because: a) the 
architecture planning, business systems thinking and making technology work 
capabilities can be externally sourced from SaaS intermediaries, and b) SaaS is 
owned and managed by SaaS vendors. Hence, SMEs need to invest only in the 
organisational complementarities, informed buying and contract facilitation 
capabilities in the basic benefits model. 
 SMEs can also develop an IS strategy to achieve growth and competitive 
differentiation with advanced model 
SMEs can also establish their IS strategy to achieve growth and competitive 
differentiation with the use of SaaS. SMEs can adopt the advanced model (Figure 8-
3) for the enhanced use of SaaS to achieve strategic and transformational benefits. 
Following the advanced model, SMEs need to invest in SaaS exploitation capabilities 
(IS leadership, benefits management, information management and managing 
change) to make use of new SaaS application features as well as new innovative 
applications to address their business needs.    
 SMEs will need to plan and implement the necessary business and technology 
changes to achieve basic and advanced benefits with SaaS 
SaaS sourcing and leveraging will include both business and technology changes 
during the implementation and use of SaaS (Table 6-2). Hence, SMEs need to plan 
and manage business and technology changes with the use of SaaS by: a) learning 
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about new SaaS applications and features from the SaaS eco system before 
subscribing to the applications, b) learning by using SaaS as part of their business 
routines, and c) initiating the adaptation of people and processes within the firm to 
address the SMEs performance and competitive needs. 
 SaaS user SMEs can transform into SaaS providers with the SaaS embeddedness 
capability 
SMEs that are only using the SaaS applications can choose to invest in the SaaS 
embeddedness capability through specific activities. The first activity is to create and 
deliver new customer value as a SaaS application using the virtualisation and multi-
tenancy feature. This can be mostly relevant existing IT service SMEs that are not 
currently offering SaaS based value. The second activity is transform and offer the 
current non-SaaS based value propositions (such as customer services, technical 
support, marketing intelligence) for SaaS using customers and reaching out a new 
customer base. This can be relevant for both IT and non-IT firms. 
Government policy considerations for SME growth through digital capabilities 
The joint report by CPA Australia and the Certified General Accountants Association 
of Canada (2010) on efficient and effective policy making to sustain a competitive 
SME sector identified that SMEs need to: a) improve basic management practices 
including the financial management, b) plan for the recovery of their investments, 
and c) exploit new business opportunities. A digital audit conducted by University of 
Queensland and Ernst & Young (2012), based on surveys conducted with 500 SMEs 
in Brisbane, emphasised the need to digitally transform SMEs and lift their business 
capabilities to compete in the digital economy in the 21
st
 century.  
Based on the two approaches in the SaaS for SME success model, this study 
recommends the specific policy initiatives related to SMEs growth and sustainability 
through digital capabilities. The study proposes the following initiatives:   
 Continue the development of educational programs for sourcing and leveraging 
affordable digital capabilities that can address the traditional SME resource 
constraints 
 Establish and enable knowledge sharing and collaboration platforms for SMEs 
that are planning to leverage digital capabilities for growth      
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 Establish an online education series on the information management capabilities 
required for leveraging digital technologies in the context of the sector-specific 
needs of SMEs. 
8.5 GENERALIZATION OF CONTRIBUTIONS    
The goal of most IS research is to generalise the knowledge contributions to settings 
other than the one set of firms selected by the study (Seddon and Scheepers 2015). 
This section provides the justification for how the contributions of the study 
(Sections 8.3 and 8.4) can be applied and extended to other settings, based on the 
three principles of analytic generalisation (Chapter 3, Section 3.10) (Seddon and 
Scheepers 2012). It starts with an explanation of how the knowledge contributions 
are applicable for all growth-oriented early technology adopter SMEs (i.e. within-
population). Subsequently, it explicates how the IS capabilities and organisational 
complementarities of the basic model (Figure 8-2) can be extended to achieve 
success with SaaS for all SMEs as well as with all SaaS applications (cross-
population). Next, it provides a justification for the knowledge claims, based on past 
empirical knowledge on how IS contributes to business value in organisations. 
Finally, it concludes with an explanation of how the SaaS for SME success model 
(Figure 8-1) with its two variations contributes to a mid-range (also referred to as 
meso-level) theory (Boudon 1991; Weber 2012) with the explanation of how firms 
can make effective use of SaaS for basic benefits as well as enhanced use of SaaS for 
advanced benefits.  
Use of prior theory and careful analysis of samples underlying the contributions for 
within-population generalisation 
This section explains how the first principle was addressed with the use of 
prior theories and careful qualitative analysis of the six cases. The contributions were 
based upon existing knowledge on how IS resources (assets and capabilities) and 
organisational complementarities (Wade and Hulland 2004) can contribute to firm’s 
success (Delone 2003; Petter et al. 2013). The underlying theoretical lenses of the 
RBV (Barney 1991; Wernerfelt 1984) and DCT (Teece 2007; Teece and Pisano 
1994) originate from the management domain and are extensively validated in IS 
empirical studies (Bhatt and Grover 2005; Radhakrishnan et al. 2008). The a-priori 
list of IS capabilities was drawn from two models (Feeny and Willcocks 1998a; 
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Peppard and Ward 2004). The final list of organisational complementarities was also 
based on existing theoretical knowledge (Aragón-Sánchez and Sánchez-Marín 2005; 
Bartlett and Ghoshal 2002; Bentley 1995; Miles et al. 1978; Venkatraman 1989; 
Wang and Ramiller 2009) and empirical explanations about how organisational 
complementarities contribute to sustaining the competitive advantages of a firm 
(Powell and Dent-Micallef 1997) and performance through IT (Clemons and Row 
1991). 
The multiple case study design achieved theoretical sampling using the criteria 
and intensity (Chapter 3). The reliability and internal validity considerations were 
also addressed with case study protocols, multiple sources of evidence and 
interviews with both management and operational users of SaaS. The within-case 
and cross-case analyses of six SMEs and three intermediary cases (Chapters 4 and 5) 
demonstrated the objective orientation of careful qualitative analysis of the data. 
Hence, these contributions complied with both conditions of the first principle of 
analytical generalisation, namely, a) the use of prior theory, and b) careful analysis of 
the samples. This process is referred to as “local theory” building (Seddon and 
Scheepers 2012) and also as within-population generalisation (Tsang and Williams 
2012).   
To summarise, based on the use of existing theories (IS capabilities and 
organisational complementarity constructs from RBV theory) and rigorous analysis 
of the selected SME cases, the contributions of the study develop a local theory that 
is relevant for all growth-oriented early technology adopter SMEs.   
Sample representativeness and similarity of causal drivers for cross-population 
generalisation 
This section explains how the causal drivers identified in this research from the 
six growth-oriented, early technology adopter SME cases can be extended to other 
SME settings and the use of other types of enterprise SaaS applications. First, we 
discuss the representativeness of the selected SME cases. Then, we expand the 
similarity of the causal drivers in the contributions and the related boundary 
conditions.  
The six SME cases were selected based on specific criteria (early technology 
adopters that are growth-oriented) and intensity (use of Salesforce and other SaaS 
  
Chapter 8: Conclusion 285 
applications for two years or more). The selected sample consisted of three small 
firms and three medium firms (representing both sizes of firms in the SME category), 
with three firms from the IT sector, one from manufacturing, one telecom and one in 
rental services (representing different SME sectors). The selected SMEs were 
making use of SaaS applications in a range of functional routines (e.g. property 
maintenance, accounting, office automation, rental applications, expense approvals, 
project management, infrastructure monitoring, timesheet entry, inter-office 
collaboration and communications). The basic benefits model (Figure 8-2), in 
particular, explained how all six firms had achieved transactional and informational 
benefits. Hence, this study posits that the basic benefits model can be extended and 
validated for all SME firms (cross-population generalisation) in relation to achieving 
success with SaaS with the identified IS capabilities and organisational 
complementarities of the basic benefits model. The advanced benefits model also 
explains how some SMEs can also achieve strategic and transformational benefits 
with a set of IS capabilities and organisational complementarities (Figure 8-3). This 
requires additional investments by the SMEs to develop the IS capabilities and 
complementarities identified in this model. 
The specific IS capabilities and organisational complementarities are identified 
as the causal drivers that contribute to SMEs’ achievement of success with SaaS. 
This study posits that the causal drivers can be extended and validated for other types 
of SMEs in addition to growth-oriented SMEs (namely, entrepreneurial firms that are 
in an early lifecycle phase, family businesses and life-style SMEs, non-hiring SMEs) 
for three reasons. Firstly, the two constructs of IS capabilities and organisational 
complementarities were based on prior theories that have been empirically validated 
in IS research. Secondly, a rigorous analysis of the case data was completed by 
within-case analysis of the individual SMEs. Thirdly, similarities were identified 
using the pattern matching logic for the identification of IS capabilities and 
organisational complementarities in the cross-case analysis.  Cross-population 
generalisation is defined as the generalisation from the sample population to 
members of another population with both populations existing in a similar context 
and within a similar period of time (Tsang and Williams 2012). Hence, this study 
posits that the contributions related to IS capabilities and organisational 
complementarities can be generalisable across all SMEs. 
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Support for the contributions using prior knowledge for theoretical generalisation 
Claims from case study logic can be stronger if buttressed by evidence of 
similar knowledge claims from prior studies, which is described as Bayesian-
compatibility (Seddon and Scheepers 2012). This section provides a comparison of 
the past knowledge related to the core constructs (IS capabilities, organisational 
complementarities, use and benefits) of the SaaS for SME success model.  
Past studies in IS knowledge – using RBV as the theoretical lens – have 
explicated the IS capability (Willcocks et al. 2006; Willcocks and Feeny 2006) and 
organisational complementarity (Wade and Hulland 2004; Zhu 2004) constructs to 
explain how firms can realise value with IS/IT artefacts (Kim et al. 2011; Nevo and 
Wade 2010; Rai and Tang 2010). The specific IS capabilities from the a-priori list 
(Chapter 2, Table 2-17) have also been empirically analysed by one or more of the 
original authors in subsequent studies (e.g. Cragg et al. 2011; Willcocks et al. 2006; 
Willcocks et al. 2007). The subsequent studies have evaluated the existence of 
specific IS capabilities (e.g. business systems thinking or making technology work) 
(Willcocks et al. 2006) as well as how specific IS capabilities (e.g. benefits 
management, managing changes) contribute to business benefits for SMEs (Cragg et 
al. 2011).  
However, none of these models explain how the specific combination of IS 
capabilities and organisational complementarities (with the two model variations) 
can contribute to different types of use (effective or enhanced use) of the IS 
phenomenon under investigation. The use and benefits constructs of the SaaS for 
SME success model originate from the IS success stream of research, which 
continues to be empirically validated for more than two decades (DeLone and 
McLean 1992; Delone and McLean 2003; Petter et al. 2012). Hence, the adoption of 
the use and benefits constructs to determine the success of an IS artefact is also an 
ongoing theme within IS research. So far, few empirical studies have adopted an 
integrated  perspective of IS capabilities and organisational complementarities to 
explain how these constructs can contribute to the specific benefits (i.e. either firm 
performance (Ravichandran and Lertwongsatien 2005) or competitive advantages 
(Bhatt and Grover 2005)). It is also noted that none of these models have considered 
the impact of use construct within their explanations, though significance of use 
construct has been growing recently with IS research    
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This is the first study that proposes a comprehensive model using four 
moderately abstract constructs (IS capabilities, organisational complementarities, and 
effective and enhanced use and benefits) and identifies the relationships between 
these constructs to explain the underlying structures and mechanisms associated with 
SMEs’ success with SaaS. Mid-range theories are referred to as theories that are 
moderately abstract, have limited scope and can easily lead to testable hypotheses 
(Gregor 2006). Mid-range, or meso-level, theories often have value because they link 
the micro-level world and the macro-level world in a discipline (Weber 2012). Mid-
range theories are particularly important for applied disciplines such as IS. Hence, 
the SaaS for SME success model is contributing to a mid-range theory that can 
address the ongoing quests for explanation and prediction in the business value of 
IS/IT (Grover and Kohli 2012; Kohli and Grover 2008; Schryen 2013) and IS 
success (Delone and McLean 2003; Petter et al. 2012; Petter et al. 2013) streams of 
IS research. The next section discusses the limitations of this study. 
8.6 LIMITATIONS 
This section presents the key limitations in the study and identifies the ways in which 
future research can extend the study’s contributions. The limitations related to the 
research design are discussed, followed by the limitations related to the 
generalisability of some of the study’s findings. 
This research adopted the multiple case study design due to the contemporary 
nature of SaaS and scant knowledge on IS capabilities and complementarities in the 
SMEs context. The multiple case study design is the suggested approach for 
increasing the analytical generalisability of the findings from case studies (Yin 
2009). However, the adoption of multiple case studies does not provide for statistical 
generalisation and quantitative verification of the findings. This is a limitation of this 
research. A survey-based verification of the findings can be adopted by future studies 
and achieve statistical generalisation of specific contributions.   
A related limitation in the results from the selection of the SME cases in this 
study. The three small firms were from the IT services sector and all three medium 
size firms were from the non-IT sector. The theoretical sampling strategies used for 
the SME case selection achieved only literal replication across six SME firms. Future 
studies can include firms that are not high users of IS as well as firms that are in the 
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early stages of the SME lifecycle to achieve theoretical replication and enhance the 
analysis of the similarities and differences across SMEs.   
The next limitation in the research design relates to the retrospective data 
collection with in all nine firms. The data collection was primarily retrospective and 
was not longitudinal. This was primarily due to limited time commitments by the 
SME participants and the schedule constraints of the researcher. Hence, the study 
was limited to providing only an identification and description of IS capabilities 
without a detailed explanation of how these IS capabilities were developed over a 
period of time by these SMEs. Future studies can adopt a longitudinal approach and 
provide an explanation for how IS capabilities are developed by individual SMEs. 
Next, the limitations associated with the generalisability of specific findings are 
summarised. 
In terms of the limitations associated with the generalisability of some of the 
study’s specific findings, this study identified that the project management capability 
may not be needed be SMEs for the successful leveraging of SaaS based on: a) 
observations that project management may not be specific to IS (Willcocks et al. 
2006; Willcocks and Feeny 2006), and b) the observation of the existence of project 
management capability at a high level in only one case (Retail POS). However, 
managing change and SaaS embeddedness were included in the a-posteriori list with 
specific justifications (Chapter 6, Section 6.3.1) although their high existence was 
only observed in two of the six cases. The architecture planning capability was 
included in the model based on its significance explicated by the SaaS 
intermediaries’ analysis, although all six SMEs had shown only low existence of this 
capability. This study adopted a combination of theory and evidence-based reasons 
to include (architecture planning) or exclude (project management)  specific IS 
capabilities in the a-posteriori list, which can be considered as a limitation. More 
SME cases as well as quantitative surveys specific to each one of these IS 
capabilities by future research can extend and refine the list of IS capabilities needed 
for SME success through SaaS. 
This study adopted analytical generalisation approach (Seddon and Scheepers 
2012; Yin 2009) to extend knowledge contributions from six SME cases to other 
SME settings. More recent IS knowledge on generalisation identified that critical 
realism’s mechanism are powerful lens for justifying the analytic 
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generalizations(Seddon and Scheepers 2015; Tsang 2014).  However, this study 
mainly adopted the traditional approach to design the multiple case study based upon 
the reliability and validity quality considerations proposed by Yin (2009).  Hence 
future researchers adopt more critical realism specific case study investigations 
(Tsang 2014; Wynn and Williams 2012) to identify and generalize the causal 
mechanisms that contribute to the SMEs’ success with SaaS. 
8.7 DIRECTIONS FOR FUTURE STUDIES 
The contributions from this study, particularly the SaaS for SME success model 
(Figure 8-1), can be validated and extended for the related contexts (micro firms, 
non-growth oriented firms and large firms) by future research scholars. Five 
particular directions for future studies are identified and recommended.  
Firstly, this study explained how SMEs with the individual expertise and 
abilities to learn about SaaS can externally source specific IS capabilities (business 
systems thinking, making technology work and architecture planning) from SaaS 
intermediaries and use SaaS effectively for transactional and informational benefits. 
Future research can validate and refine this model for related SME groups, namely, 
SMEs with growth aspirations but not currently using SaaS as well as non-growth 
oriented SMEs (family businesses, micro SMEs) to realise basic benefits with SaaS 
use. 
Secondly, this study explained how medium size non-IT firms can realise 
advanced benefits with a selected set of IS capabilities and complementarities 
(Figure 8-3). Future researchers can validate the advanced benefits model for the 
large organisational context. Since large firms have their own IT function, future 
research can evaluate: a) if SaaS sourcing and leveraging decisions are made by IT or 
functional users, b) if the model needs to include the four capabilities identified as 
not required by SMEs (contract monitoring, vendor development, project 
management and relationship building), and c) how large firms can leverage with the 
SaaS embeddedness capability.  
Thirdly, this study adopted a novel method to evaluate the existence of IS 
capabilities by identifying and extracting the activities associated with each IS 
capability (Chapter 2, Table 2-17). This method takes a simplified approach to 
identify the individuals, processes and structures (micro-foundations) (Felin et al. 
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2012) of IS capabilities, through the association of SME users as individuals, 
activities and tasks performed by SME users as processes and functional associations 
(IT or business) within the firm as structures. Future qualitative explorations that aim 
to address the call for the identification of new capabilities required for realising 
business value with IT (Grover and Kohli 2012) associated with the digital 
transformations (Gregor et al. 2006) can adopt the activity-based model (Chapter 2, 
Table 2-17). 
Fourthly, this study explicated how business functions can be responsible for 
IS capabilities, as shown in the job characteristics of the functional users in the six 
SME cases who included technical tasks within their routines. This finding raises a 
question for future research to explore and identify the new digital capabilities by 
taking an integrated view of IS capabilities and organisational complementarities to 
evaluate the IS alignment and impact on the firms with the use of service utilities 
(SaaS, PaaS and IaaS). 
Finally SaaS embeddedness is a new IS capability identified in the two small 
IT firms by this study. The role of this capability should be evaluated for non-IT 
service firms that aim to expand by transforming their relevant core offerings into 
digital services. Future researchers can evaluate how non-IT firms can transform 
their business models (Osterwalder et al. 2010) to provide new SaaS-based value 
propositions for their existing customers as well as reaching out for new customer 
segments. 
8.8 CHAPTER CONCLUSION 
This chapter provided: a) a description of how this study addressed the research 
questions, b) an outline of the core contributions to knowledge and to real-world 
SMEs and policy making, and c) an overview of the research limitations and 
recommended directions for future studies. To conclude, this study proposed the 
SaaS for SME success model (Figure 8-1) with two variations, namely, a) a model to 
explain how IS capabilities and organisational complementarities contribute to 
SMEs’ effective use of SaaS for realising transactional and informational benefits 
(Figure 8-2), and b) a model to explain how specific IS capabilities and 
organisational complementarities contribute to SMEs’ enhanced use of SaaS for 
realising strategic and informational benefits. It also identified and described the ten 
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IS capabilities and five organisational complementarities needed by SMEs for 
successfully sourcing and leveraging SaaS. The limitations of this study were noted 
and possible future research contexts whereby the models can be validated and 
extended were suggested.   
The quest for the understanding and optimisation of IS capabilities will 
continue due to the equity offered by the transformation of IS/IT resources into 
cloud-based service utilities for organisations of all sizes. This study’s contributions 
take a small step in the ongoing explorations of IS/IT capabilities (Baiyere and 
Salmela 2014; Chan and Levallet 2013) and organisational complementarities. 
However, these are only small but essential steps to further the quest for knowledge 
on the elusive causality of how firms can create and sustain value with IT and on the 
achievement of business success using the innovative transformations of the 
traditional IS/IT resources as service utilities delivered through digital platforms. 
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Appendices 
Appendix A 
Literature Review Chapter 
A1: IS Capabilities Search Process Details 
As this research aims to identify the IS capabilities required for SMEs to source and 
leverage SaaS, the researcher carried out a reference driven analysis of the existing 
IS capabilities literature to identify the most adopted models to establish the a-priori 
IS capabilities. The search was conducted in the three leading reference databases 
namely Scopus, Web of Science and Google Scholar. Specific keyword 
combinations, namely, “IS capabilities”, “IT capabilities” are combined with the 
terms “frameworks” and “models” to identify the list of IS capability models. In 
addition to the keyword search and citations-based shortlist of the papers, we 
analysed the papers for references to other related models. We also carried out the 
forward and backward research on main authors to identify all the subsequent papers 
by the same authors. This was essentially to get a deeper understanding of how the IS 
capabilities oriented concepts were elaborated and extended further by the same set 
of authors. The criterion is given below. 
A.1.1: Search Criteria for IS Capabilities 
No. Criteria Description 
1.  Framework/Model Framework/Model should have been developed and proposed by the 
authors and cover more than one IS capability 
2 Context Proposed framework should be targeting at the IS community (both 
research and real world)  
3. Validation Empirically validated during the proposal or subsequently by the 
same or other authors  
4. References Framework should have been referred sufficiently with the literature  
5 Publications The number of publications on the framework components, 
applications, measurements  
 
Based on the above criteria the following set of eight capability model papers were 
identified and included for further evaluation. 
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A.1.3: Comparison of Key IS Capability Models 
No.  Context  Details on Origin of 
Data 
IS Capabilities 
Described 
Method/ 
Adopted 
Theory 
1 IT capabilities – Multi-
dimensional construct to 
include organisation and IT 
perspectives along with 
specific IT capability 
measures (Bharadwaj et al. 
1999) 
 
1120 medium to large 
firms 
 
Manufacturing, retail, 
transportation, banking, 
financial services, 
petroleum, food and 
insurance  
1. IT business 
partnerships 
2. External IT 
linkages 
3. Business IT 
strategic thinking 
4. IT business 
process integration 
5. IT management 
6. IT infrastructure 
Empirical/ 
RBV 
2 Core IS capabilities 
framework – Exploitation of 
information technologies 
(Feeny and Willcocks 
1998a) 
61 organisations 
CIO-level interviews, 
Strategic management 
of IS function 
1. Leadership  
2.Business systems 
thinking 
3. Relationship 
building 
4. Architecture 
planning 
5. Making 
technology work 
6. Informed buying  
7. Contract 
facilitation 
8. Contract 
monitoring 
9. Vendor 
development 
Case studies/ 
interviews 
/RBV   
3 Beyond strategic IS towards 
an IS capability (Peppard 
and Ward 2004) 
Conceptual model 
based on the literature 
on IS capability 
construct for business 
performance 
1. Business and IS 
strategic thinking  
2. Define IS 
contribution(IS 
strategy) 
3. IT capability 
4. Exploitation 
5. Deliver solutions  
6. Supply 
Literature 
analysis/ 
RBV 
4 IT capabilities and their 
effect on competitive 
advantages (Bhatt and 
Grover 2005) 
202 manufacturing 
firms, 
IT executives 
1. Organisational 
learning 
2. IT infrastructure 
quality 
3. IT business 
expertise 
4. Relationship 
infrastructure 
Quantitative/ 
DCT 
5 Effect of IS resources and 
capabilities on firm 
performance (Ravichandran 
and Lertwongsatien 2005) 
129 firms in USA 
(banks, financial 
services, insurance,  
insurance, 
manufacturing and 
services, retailers, 
utilities and others) 
1. IS human capital       
2. Infrastructure 
flexibility     
 3. Partnership 
quality 
4. Planning 
sophistication 
5. Systems 
development 
capability 
6. IS support 
maturity 
7. IT operations 
Quantitative 
empirical 
analysis/ 
RBV 
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capability 
6 IS capabilities for business 
value (Langdon 2006) 
Theoretical 
conceptualisation  
based on the literature 
1. IS integration  
2. IS flexibility 
Qualitative/ 
Transaction 
cost 
economics/ 
RBV 
7 A process perspective on 
differential business value 
creation by IT - Empirical 
investigation 
(Radhakrishnan et al. 2008) 
88 firms  
Process-level metrics  
 
1. Operational 
Process capabilities 
(production and 
operations, sales 
and marketing, 
supplier relations, 
customer relations)  
2. Management 
process capabilities 
(Administration and 
co-ordination, 
Decision making 
for better resource 
utilisation, 
creativity and 
innovations) 
Quantitative 
empirical 
analysis/ 
RBV 
8 A multi-level model for 
measuring fit between a 
firm's competitive strategies 
and IS capabilities (McLaren 
et al. 2011) 
Six Cases  
Companies with more 
than US 100 Million$ 
revenue  
Using supply chain 
mgmt. over 5 years  
1. Operational 
efficiency    
2. Operational 
flexibility  
3. Planning 
4. Internal analysis  
5. External analysis 
Multiple 
case study/ 
Configuratio
nal theory/  
 
The capabilities literature contained two major focus areas  namely analysis of the 
capabilities within the context of IS function of the firm (Bharadwaj et al. 1999; 
Feeny and Willcocks 1998a; Feeny and Willcocks 2006; Peppard and Ward 2004) 
and impact of the IS capabilities on the firm performance, competitive advantages 
and business value (Bhatt and Grover 2005; McLaren et al. 2011; Ravichandran and 
Lertwongsatien 2005). A subset of these models was selected for subsequent analysis 
using criteria which is based on objectives of this research context (SaaS and SMEs) 
and subsequent validations of the model. The criteria for selection and selected 
models are elaborated in the next section. 
IS Capability Models Selection Process 
After identification of the eight models on IS capabilities, we selected only four 
models for subsequent analysis based on an overall consideration of models that been 
either referred to or validated by subsequent research. The following criteria were 
applied to select the four models for the further analysis.  
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1. The top four papers which had highest number of citation counts.  
2. The models were validated further with later publications by the original authors 
with specific type organisations and contexts. 
3. The models were expanded to include or exclude more IS capabilities by one of 
more of the original authors of specific models.  
4. The number of distinct IS capabilities identified within the model along with  
explanation for individual capabilities identification within the analysis.   
5. The correlation of the grouping themes of the IS capabilities within the models 
(e.g. business and IT vision, IT architecture design, sourcing and delivery of IS 
services and exploitation of IT for business benefits) with the core themes in this 
study, namely, sourcing, leveraging, SaaS and SMEs. 
6. Details about the external sourcing IT related capabilities was one of critical items 
that was in focus  as the results from this analysis will be used as the input for further 
expansion of the IS capabilities that are related external sourcing of SaaS. The four 
models shortlisted with the above criteria are shown below. 
 Model No. of 
capabilities 
Scopus 
reference 
count 
Web of 
science 
Google 
Scholar 
Subsequent 
publications 
validating the 
model 
FEENY, D. & 
WILLCOCKS, L. 
1998. Core IS 
capabilities for 
exploiting information 
technology.  
9 N/A 142 656 1. (Feeny & 
Willcocks 1998) 
2. (Willcocks and 
Feeny 2006) 
3. (Willcocks et al. 
2006) 
4.(Reynolds and 
Willcocks 2009b) 
PEPPARD, J. & 
WARD, J. 2004. 
Beyond strategic 
information systems: 
towards an IS 
capability.  
6 96 81 228 1. (Ashurst et al. 
2008) 
2. (Caldeira and 
Ward 2003) 
3.(Cragg et al. 
2011) 
BHATT, G. D. & 
GROVER, V. 2005. 
Types of Information 
Technology 
Capabilities and Their 
Role in Competitive 
Advantage: An 
Empirical Study.  
4 130 90 263 No specific papers 
that cover multiple 
IS capabilities 
 
Core research 
themes are different 
RAVINCHANDRAN, 
T. & 
LERTWONGSATIEN
, C. 2005. Effect of 
Information Systems 
Resources and 
Capabilities on Firm 
Performance: A 
3 154 101 328 No specific papers 
that are covering 
multiple IS 
capabilities 
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Resource-Based 
Perspective.  
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Appendix B 
Research Design Chapter Items 
B1: SME Case Study Protocol 
QUT 
Small and Medium Enterprises (SME) 
Leveraging Software as a Service: 
Information Systems Capabilities and 
Organisational Complementarities 
[SME Case Study Protocol] 
 
Nagarajan Venkatachalam B.E.(Hons); M.B.A 
 
Principal Supervisor    : Dr. Erwin Fielt 
Associate Supervisors : Prof. Michael Rosemann 
                                           Dr. Shane Mathews  
 
 
 
This research is an exploration of IS capabilities and complementarities required by Small 
and Medium Enterprises (SME) for sourcing and leveraging Software as a Service (SaaS). 
SaaS is a promising approach for SMEs because of the benefits arising from elasticity of the 
cloud infrastructure and reduction in total cost of ownership.  This research plans to study 
and analyse IS capabilities and complementarities needed by SMEs for sourcing and 
leveraging SaaS. This protocol provides a description of how SME firms will be selected, 
data will be gathered and analysed for identification of IS capabilities and 
complementarities need by SMEs. The anticipated knowledge contributions are:  1)  
Identification and explanation of IS capabilities, 2) Identification of SME organisational 
complementarities, 3) description of the relationships between IS capabilities and 
complementarities, and 4) A SME model that explains how identified IS capabilities and 
complementarities can enable SMEs use of SaaS for business benefits   This research also 
aims to deliver a set of practical guidelines for enabling Australian SMEs to successfully 
source and leverage SaaS applications from cloud. 
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1) Introduction 
This protocol outlines the steps involved in the first case study for my research 
focusing on the above topic of Small and Medium Enterprises Leveraging Software 
as a Service: Information Systems Capabilities and Organisational 
Complementarities. Software as a service (SaaS) is new delivery model which 
provides affordable access to innovative enterprise applications for small, medium 
and large firms. This study observes that the small and medium enterprises (SMEs) 
are not large and face challenges with IT use due to their resource constraints. 
However this study also explicated that SaaS can address SME’s financial constraints 
by replacing upfront capital costs with affordable operational expenses. Hence what 
is needed by the SMEs to source and leverage SaaS is an open quest that needs to be 
addressed. Information system (IS) capabilities and organisational complementarities 
are identified as necessary for sustaining value with IT by IS research. But existing 
knowledge is based upon large organisations use of traditional IT artefacts. The 
knowledge is scant on the IS capabilities and complementarities needed by SMEs to 
source and leverage SaaS. This study aims to address the knowledge gaps with the 
following objectives.   
 To identify and explain the IS capabilities required by SMEs to source and 
leverage SaaS  
 To identify and explain organisational complementarities needed by SMEs 
to source leverage SaaS.  
The detailed steps are covered in four sections: (1) research problem and 
questions, (2) field study procedures, (3) SME case study protocol and questions, and 
(4) analysis plan and case study reports. The research problem and questions are 
described in the next section. The field study procedures include the scheduling of 
interviews and the profile of the people that will be interviewed. The next section 
covers information gathering about business goals of SME firm, existing 
technologies in use, individual expertise and sourcing and leveraging of SaaS 
applications. The analysis process is explained before presentation of case reports 
created for the SME cases. 
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2) Research Problem and Questions 
Based on our investigations on IS capabilities literature, this study identified that 
there is also no knowledge about IS capabilities required for realising value with 
SaaS as an IT resource by SMEs. This is a critical knowledge gap that needs further 
explorations considering the anticipated growth of SaaS applications (Gartner 2010a) 
and potential benefits (McAfee 2011) with SaaS use for SMEs. Organisations will 
need resource complementarities (human and business resources) (Powell and Dent-
Micallef 1997) for sustaining benefits realisation from using IS/IT resources. The 
complementarities gap is amplified for the SMEs use of SaaS, where the adoption 
studies have explicated SME challenges with new IS/IT innovations such as ERP, E-
commerce (Buonanno et al. 2005; Ramdani et al. 2009). IS researchers have called 
for more investigations about organisational complementarities knowledge in IS 
(Wade and Hulland 2004). Hence it becomes evident that new knowledge of 
organisational complementarities is needed for the SMEs that are leveraging SaaS. 
However, similar to IS capabilities, there is no knowledge about what organisational 
complementarities needed by SMEs to source and leverage SaaS.  This study aims to 
address these knowledge gaps namely IS capabilities and complementarities needed 
by SMEs to source and leverage SaaS using the research questions given next.  
a. Research Questions 
The following research questions are designed to address the research objectives.  
1.0 How do SMEs source and leverage SaaS? 
1.1 How do SMEs source SaaS for their business activities? 
1.2 How do SMEs leverage SaaS for their business activities? 
2.0 What are the IS capabilities needed by SMEs for sourcing and leveraging 
SaaS? 
2.1 What internal IS capabilities are needed by SMEs 
2.2 What external IS capabilities are provided by SaaS intermediaries? 
2.3 Which IS capabilities are individual level and which are firm level? 
2.4 Which IS capabilities are the responsibility of business and which 
are the responsibility of IT? 
3.0 What are the organisational complementarities needed by SMEs for 
sourcing and leveraging SaaS? 
3.1 Which organisational complementarities are individual level and 
which are firm level?  
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3.2 What are the relationships between organisational 
complementarities and IS capabilities? 
Figure 1 represents the research questions in terms the IS capabilities and 
complementarities knowledge that this study seeks to understand and explain how 
SMEs can leverage (SaaS use and SME benefits) with SaaS. 
 
 Figure 1: Research model 
b. Theoretical Foundations 
This study aims to investigate within each case how SMEs are sourcing and 
leveraging SaaS for their day to day routines. The specific interest areas within the 
sourcing and leveraging of SaaS activities by SMEs are given in Table 1. 
Table 1: SaaS sourcing and leveraging in SMEs 
SME 
Processes 
Investigation Areas Based on 
Theory 
SaaS Context 
Sourcing 
SaaS 
service requirements, vendor evaluation, 
contract agreement, implementation  
(SaaS customisation and configuration) 
and measurements 
(Axelsson and 
Wynstra 2002; 
Selviaridis et 
al. 2011) 
This definition 
provides for both  
business services 
sourcing and 
outsourcing of IT 
dimension associated 
with  sourcing SaaS. 
Leveraging 
SaaS (use 
and 
benefits) 
SaaS Use: 
SaaS use can measured with three 
measures: a) the user (i.e. subject using 
SaaS), b) type of enterprise SaaS 
application (i.e. specific SaaS applications 
in use), and c) a business task that is being 
performed by SME with SaaS 
 
Multi-level use analysis (individual and 
firm level use of SaaS) 
Analysis of post adoption ongoing use of 
SaaS to identify if SMEs  effectively use  
Rich measures 
for  system use 
(Burton-Jones 
and Straub 
2006) 
 
 
 
(Burton-Jones 
and Gallivan 
2007) 
(Bagayogo et 
This use is one of the 
most analysed measure 
of IS success model 
validation and the 
simplicity of 
measuring most rich 
measures (user, task 
and IT) in SMEs, 
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SaaS for performance outcomes al. 2014) 
 SaaS Benefits: 
Net benefits are identified with 
organisation benefit measures and 
categories (strategic, informational, 
transactional and transformational) with 
SaaS use  
(Petter et al. 
2013) 
(Gregor et al. 
2006; Mirani 
and Lederer 
1998) 
The net benefits is a 
critical output measure 
related to IS success 
and useful to see the 
differences in SMEs 
with SaaS. 
 
This model will be used as the foundation for setting up investigation 
questions related to sourcing and leveraging of SaaS within SMEs. The underlying 
activities for the first nine capabilities (the second column in Table 2) are identified 
based on the analysis of activities described in the works by the original authors 
(Feeny and Willcocks 1998a; Reynolds and Willcocks 2009a; Willcocks et al. 2006; 
Willcocks and Feeny 2006). 
Table 2: List of a-priori capabilities 
IS Capability Underlying Activities 
Leadership/ 
Governance  
 
 Integrate efforts with business purpose and activity  
 Devise organisational arrangements – Structure, processes and 
staffing  
 Influence the overall business perception of the IT role 
 Establish a strong business IT relationship at the executive level   
 Ensure IT function delivers value for money. 
Business 
systems 
thinking 
 Understand connections and interdependencies in business activity  
 Contribute to problem solving, process reengineering activities   
 Ensure IS/IT capabilities are envisioned in every business process  
Relationship 
building 
 Get the business constructively engaged in operational IS issues  
 Develop users’ understanding of IT potential 
 Help users and IT specialists work together 
 Ensure user ownership and satisfaction 
Architecture 
planning 
 Create a coherent blueprint for a technical platform that responds to 
current and future business needs 
 Anticipate the technology trends to allow firms to operate on effective 
and efficient platforms 
Making 
technology 
work 
 Trouble-shoot problems rapidly which are being disowned by others 
across the technical supply chain 
 Address business needs which cannot be properly satisfied by 
standard technical approaches 
 Short-term oriented and pragmatic 
Informed 
buying 
 Manage IS sourcing strategy  
 Analyse the external market for IS/IT services 
 Lead the tendering, contracting and service management processes 
Contract 
facilitation 
 Ensure the success of existing contracts 
 Ensure that problems and issues are resolved fairly within the long-
term relationships 
Contract 
monitoring 
 Protect business contractual position for the current time and future 
 Hold suppliers accountable  
 Develop performance standards of the services 
Vendor 
development 
 Identify potential added value of SaaS suppliers 
 Create win-win situations for both vendor and business 
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Benefits 
management
3
 
 Explicitly identify, plan and evaluate the benefits derived from IT 
investments and use (Cragg et al. 2011; Peppard and Ward 2004) 
Change  
management
1
 
 Make the required business and organisational changes required to 
maximise the benefits with IT adoption (Cragg et al. 2011; Peppard 
and Ward 2004) 
Project 
management
1
 
 Manage project scope, resources and time through planning, 
organising and controlling multi-disciplinary teams (Cragg et al. 2011; 
Peppard and Ward 2004; Willcocks et al. 2006)  
 
Both of the above theoretical models will be used as a foundation for 
conducting the investigation with the selected SMEs.  
                                                 
 
3The original authors used the term “exploitation” as a macro competency and included four distinct 
competencies (benefits planning and delivery, managing change, project management). It was 
integrated into three capabilities (benefits management which includes planning and delivery, project 
management and managing change) for the a-priori model in this study. 
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3) Data Collection Procedures 
All the data in this study will be collected by the one searcher. This section provides 
an outline of the selection criteria for SME to be included in the study first. Then a 
brief overview of the process of data collection is explained. It also identifies the key 
steps that needed to be completed before the data collection. 
c. Selection of SME Cases 
The replication strategy (Yin 1994) was  adopted to select the six SME cases in this 
study. The literal replication across these six SMEs was used for identification of 
similarity in the findings. The SME will be selected only if it was using Salesforce 
SaaS applications for a period of two years or more. The reason for selecting 
Salesforce SaaS applications for this study is that this SaaS vendor has been in 
existence for 15 years and also this firm was rated as most innovative firm in the 
world for four years in row by Forbes magazine (Dyer and Furr 2014). Hence, this 
study considered use of Salesforce SaaS applications as a representation of intensity 
(information rich cases that manifest the phenomenon intensely but not extremely) 
(Miles and Huberman 1984). In addition to this, the selection criteria presented in 
Table 3 will be used for the shortlisting of SMEs. 
Table 3: Criteria for quality of cases 
No. Criterion Inclusion Considerations/Decision 
Points 
Comments 
1. Access to key 
stakeholders 
1. Access to an executive manager 
who is using Salesforce as part of 
their routines 
2. Time commitment for the 
interviews and report reviews 
3. Access to one or more users of 
SaaS application who use Salesforce 
in day-to-day activities. 
The interviews also gathered 
information related to any 
other SaaS applications that 
are used by both management 
and operational users. 
2 Stakeholders’ time 
and willingness to 
share supporting 
evidences 
1. Minimum 2 hours of time 
commitment from each of the 
stakeholders identified for the 
interviews, demonstrations of SaaS 
use 
2. SaaS users willing to demonstrate 
their routines with SaaS and provide 
the requested documentary evidence. 
All SME participants were 
chosen from SMEs located in 
Brisbane so that the 
researcher can directly 
observe the user at their 
location and see how they use 
SaaS tools within their 
routines.  
3. Type of SaaS 
applications in use 
within the SME  
 Currently subscribing to Sales and 
Marketing SaaS applications from 
SaaS vendor Salesforce 
Use of Sales Cloud SaaS 
application was used as 
common measure to evaluate 
SaaS use across the six 
SMEs. 
4. No. of years of 
SaaS use 
Two years or more To increase the reliability of 
data gathered related to the 
SMEs’ experiences of SaaS 
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5. Acceptance for  
participation 
Signed consent forms approved by 
QUT ethics committee  
To comply with ethical 
clearance procedures and 
policies by QUT 
 
That completes the process of selection that will be used for identifying cases 
for the data collection. Next, the data collection for each SME is elaborated. 
d. Data Collection Plan 
The data collection plan should include roles of people who will be interviewed, type 
of evidences that will be collected, the events that will be observed and any 
documentation that will be collected from the case (Yin 2009)  The interview will be 
primary method  use for the data collection with the SMEs. Interviews will be 
conducted with two distinct profiles of users in each SME case. The first interview 
will be scheduled and conducted with one of the executive management of the firm, 
who makes the decisions related to subscription of SaaS applications and also uses 
SaaS applications as part of his routines. The second profile will be an operational 
user of SaaS application who is using SaaS application for specific tasks (Example: 
Sales manager or marketing manager using Salesforce SaaS cloud for following up 
with prospects and customers). All interviews will be recorded using an electronic 
recorder and transcribed with a professional transcribing firm. The researcher will 
also review the transcriptions for any errors and correct them before it is uploaded 
into NVivo for coding.  
Both profiles of users will also base asked to demonstrate a set of functions that 
they discuss about so that researcher can get a demonstration related to specific tasks 
done by these with specific features of SaaS application. The researcher will observe 
the demonstration of use of Salesforce application features in all SMEs. If SME is 
also using any other SaaS application, then the observations for those demonstrations 
will be decided on a case by case basis depending upon time availability and tasks 
done with the other type SaaS applications. In addition to the interviews and 
observations, the researcher will also collect any of the specific documentary 
evidences related to SaaS use by the SMEs (Examples: executive dashboards, 
screenshots of the SME specific workflows, samples of specific configuration and 
customisations done on the SaaS applications by the SME).  
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e. Interview Themes & Questions for Data Collection 
The interview questions are used as a question bank for the interviews. The questions 
are prepared to cover four themes: a) understanding SMEs in terms of their growth 
history and plan, size, market and operating environment and individual participants 
past experience knowledge and skills, b) SMEs’ IT environment including the 
specific SaaS applications, c) SaaS application focused questions in terms of their 
reasons for SaaS, method of selection, implementation process and specific 
functional areas where SaaS applications are used as part of users’ routine tasks, and 
d) the SMEs’ interview participants’ experiences about the outcomes from SaaS use 
with a specific focus on benefits. 
1) General questions about SME company’s operating context 
 Please share your background and overall experience 
 Can you please describe about your business and target customers? 
 How many employees and contractors are employed by the firm?  
 What were the business conditions for your firm within the past 3 years?  
 How was the company’s performance in the past 3 years? 
  What is your growth plans for the next three years? 
o Over 20% 
o Between 21 to 40% 
o Between 40 to  60% 
o Between 60 to 80% 
o Between 80 to 100% 
 How do you expect your market conditions will be for the next 3 years? 
 
2) Questions about SaaS as a Part of your IT environment? 
 Can you please give me an idea on what types of technologies and 
applications that you use within your firm?  
 How many different SaaS products you use and describe them briefly? 
 How many are the total number of users and how many are SaaS application 
users? 
 Do you conduct any training for the users of Salesforce application? 
o If yes, who does the training? 
o How often the training is done? 
 Have you seen particular skills/competencies help the employees to best use 
the applications?  
o If yes what are those skills? 
3) Questions on Salesforce use within SME’s Processes 
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 What the old system which did the same function and what features of the old 
systems/processes that were retained in the new SaaS application? 
 Please elaborate on the various activities that you did to  select a particular 
SaaS application (Salesforce)  
o Selection of SaaS product 
o Evaluation of SaaS 
o Any lessons/comments from the trying out 30 day trials? 
o Purchasing decisions and contractual processes? 
o Implementation process 
o Evaluation process 
 Was such steps carried out for all of your SaaS applications? 
 Describe how Salesforce application is used within your sales and marketing 
processes? 
o Need to have a demonstration of the process by the user? (Screen 
shots/printouts? 
 What are the most critical issues that need to be dealt with integrating the 
new SaaS application? 
 Briefly outline of the user training processes that you use a particular SaaS 
application? 
o List specific features of the SaaS applications that are being used by 
the various users of the SaaS? 
o Identify the most commonly used features of the particular SaaS 
application 
 Describe your experience with Salesforce as a company? 
o How do you engage with your vendors when there are issues within 
your application? 
o What is frequency of payment arrangements to the SaaS Vendor? 
 What about the automated upgrades that is released three times in year? 
 Do you use SaaS value added service providers (Example: SalesFix)? For 
what purpose? 
 SaaS Data Related Questions: 
o How did you migrate the data during the initial stages? 
o How do you maintain the data now? 
o Backups/local storage? 
 Please explain how Salesforce-based information is integrated with the other  
systems and processes within your company? 
 Any other Salesforce related extensions/services you use within your 
company?  
 What type of reports you generate and use from Salesforce? 
o Regular reports 
o Ad-hoc reports 
o Management dashboards 
 Did you create any new process within the company based on SaaS 
implementation? If yes, can you please describe this in more detail? 
 Did you create any new services to your customers based on Salesforce 
CRM? 
If yes, can you please describe this in more details? 
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 Do you do collaboration activities with using Chatter? 
o Within the company 
o Outside the company 
 Did these reports change any of decision making or actions that are taken by 
you with respect to your customers? 
 
4) Questions on outcomes based on SaaS (Salesforce) Usage 
 Can you review the following benefits and rate as to how important are those 
benefits for you with respect to using SaaS? 
 
Factors  
(McAfee 2011; Waters 2005) 
Was this benefit 
realised by your 
firm 
How important is that benefit for 
your firm? (on a scale of 1 to 10) 
Total cost of ownership   
Speed of deployment   
Reliability   
Optimised utilisation   
Regular software updates   
Risk mitigation against software failures   
Making individual more productive   
Facilitating collaboration   
Mining insights from data   
Employee mobility   
7*24 availability   
Ease of accessibility   
   
 
 Is there any other benefit that you have enjoyed with SaaS that we have not 
listed above? 
 What is your overall experience with using software as a service application 
like Salesforce? 
 Do you have any particular issues/concerns/challenges with using SaaS 
applications? 
 
Source of Evidence 
Table 4 provides the specific themes of data that will be collected from each SME 
and potential sources of data evidences for that information. 
Table 4: Data collection on case-specific information 
Data / Details Required Sources of Evidence 
1.0Overview of  the SME 
1.1 Major company service offerings / activities 
 Company website 
 Publications on company 
 Interview with management 
user of SaaS 
1.2 Company overview 
1.2.1 No. of years of existence 
1.2.2 Growth plans 
1.2.3 Number of employees 
1.2.4 Technical environment 
1.2.5  IT in-house or outsourced 
1.3 Strategic orientation of SME 
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Data / Details Required Sources of Evidence 
1.4 Motivation for the Implementation of SaaS 
1.4.1 Employees and management experiences with technology  Interviews with participants 
of SaaS applications 
1.4.2 IT systems and services which are not SaaS   Interviews with users of 
systems that are not SaaS 
applications 
 
2.0 SME specific factors related to the sourcing and leveraging of SaaS 
2.1 SME business conditions for SaaS use   Project documentation 
 Management user 
interviews 
2.1.1 Reasons for sourcing SaaS  
2.1.2 User preparations for using SaaS 
2.1.3 Business processes where SaaS is used or being planned 
2.1.4 Outcomes of specific SaaS applications Implementation 
initiatives 
 
3.0  Details of SaaS Application Implementation Project   
3.1 Participants in the SaaS Implementation project   
3.1.1 Project owner  Interviews 
 Project documentation 3.1.2 Number of business users who are using a particular SaaS 
application 
3.1.3 An training conducted for the users for using SaaS  Individual interviews with 
SaaS  application users 
 SaaS user profiles 
3.1.4 Business process changes resulted with SaaS 
implementation 
 Interviews with SaaS 
impacted process owners 
3.2  SaaS applications roll out  Management user 
interviews 
3.2.1 Different phases of the SaaS implementation project 
(Planning of SaaS Implementation, selection and sourcing of 
SaaS, integrations of SaaS &integration with existing systems) 
 Interviews 
 Project documentation 
3.2.2 Data collection for individual phases  User interviews, 
 Project documentation 3.2.3 Duration of each phases 
3.2.4 Profile of the users involved for SaaS implementation 
3.3. Issues and risks  
3.3.1 Issues faced during SaaS implementation 
3.3.2 Business risks during the progress of SaaS implementation  
 User interviews 
 SME owner/ management 
interviews 
 
4.0 Adopted Processes for SaaS Implementation 
4.1 Selecting of Specific SaaS application from multiple 
candidate applications 
 Interviews 
 Contract agreement details 
(physical copies were not 
available) 
4.2 Subscribing  to the selected SaaS using the appropriate 
contract terms  
4.2.1. Price  
4.2.2  Contractual terms  
4.2.3  Service level agreements 
4.2.4  Frequency of payments 
4.3 SaaS configurations completed as part of the implementation  
4.4 SaaS customisations completed to get the applications ready 
for use 
 Sample screens and 
workflows 
 Process diagrams (if 
available) 
4.5 Changes to the business processes or tasks completed to make 
users ready for SaaS use 
 SaaS interviews with users  
 
5.0 Use of SaaS for Routine Tasks  
5.1 Explanation of tasks done with SaaS 
5.1.1 Features and functions of Salesforce SaaS applications in  Observations of user 
   
©2014 Nagarajan Venkatachalam Page 311 
Data / Details Required Sources of Evidence 
use demonstration of tasks 
 Dashboard screen views 
and print outs 
 Management and user 
Interviews 
5.1.2 Sample dashboards that are developed for a purpose 
5.1.3 Demonstration of any \workflow changes that were done 
due to the SaaS implementation. 
5.1.4 Day-to-day routine tasks done with SaaS  User interviews 
6.0 Results from SaaS Implementation  
6.1 Evaluation of SaaS implementation 
6.1.1 Evidence of existing evaluations of the project  Interviews 
 Reports 
 Dashboards 
 Ratings of SaaS benefits 
6.1.2 Perceived benefits from using SaaS application 
6.1.3 Key lessons learnt 
6.1.4 Key consideration factors for next SaaS subscription   Interviews 
 
f. Case Study Database for Data Management 
All evidences and documents pertinent to the case will be collated within the case 
study database. This will include the following elements: 
 Interview voice recording 
 Interview transcriptions  
 Contact summary sheets after the interviews 
 Document summary sheet (for selected documents only) 
 Case study report. 
 
g. Final Preparations 
Once a particular SME is identified as the potential case, the management profile 
within SME will be sent the following three documents via email to get their consent 
for participating in the research.  
1. Recruitment Flyer: Provides research contact details (Both principal researcher 
and supervisor), purpose of the study along with a set of answers that answers 
specific questions for the individual participants (Are you looking for  people like 
me? What will you ask me to do? Are there any risks for me in taking part? Are 
there any benefits for me in taking part? Will I be compensated for my time? 
Who is funding the research? I am interested what should I do next?). A sample 
form is enclosed in Appendix A. 
2.  A participant consent form: This form contains  brief description about the 
research, identifies low risks associated it and benefits of participation, privacy 
and confidentiality considerations, consent to participation and process for 
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raising any concerns/complaints related to the research. The sample form is 
enclosed in Appendix B. 
3. A standard email with a text asking if the specific participant would like to 
represent his firm and participate in this research. (Draft enclosed in Appendix 
C.) 
If the consent form was received within a week, then interviews are scheduled 
based on their availability. In case if there was no response, a follow up telephone 
call was made to the SME firm and check with the potential participant, if they 
would like to participate. If the firm declines, then the next SME in the shortlist was 
contacted. This process was done and interviews were schedule only after receiving 
the consent from the participant profile in each case. For two of the SMEs, a face to 
face briefing meeting was held to clarify their questions on invitation before the 
consent form was received. The next section provides data analysis planned for this 
study. 
 
5) Data Analysis 
This section first declares the unit of analysis for this study which is following by the 
within case analysis and cross case analysis procedures that will be adopted by this 
study.  
h. Unit of Analysis 
The unit of analysis of for this study is the firm. The firm is a SME firm that are 
already using SaaS or the intermediary firm that supports SMEs with SaaS 
implementation and use. The sub unit of analysis is tasks performed with SaaS by 
SMEs.   
i. Within-Case Data Analysis 
This study will first analyse the data gathered from each case and identify the case 
level findings to answer the three research questions in Section 1. The changes 
completed by the SME will be analysed to identify technology (configuration and 
customisation of SaaS applications) and business changes (to user tasks, business 
processes, new training procedures etc.) as part of SaaS implementation. The 
leveraging analysis will identify how the management and operational users make 
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use of SaaS applications within their day to day routines.  The analysis will identify 
the role of the users that are using SaaS applications within SME, the specific 
business tasks done by the user with use of SaaS and outcomes from using SaaS in 
terms of any benefits for the user and the firm.  
The second question will be answered with analysis of IS capabilities 
demonstrated by SME. The IS capabilities analysis will also determine high or low 
evidence of the particular capability based on the number of underlying activities 
(Table 2). The analysis will also determine if it is demonstrated by IS function or 
business user or by an external SaaS intermediary. The capability will be associated 
with individual level if it is demonstrated by only one user within SME or associated 
with the firm level if it is demonstrated by more than one user (both operational and 
management users or many operational users of SaaS). 
This study will use the NVivo tool for coding of data during the data analysis. 
Three distinct coding techniques namely descriptive, interpretive and pattern 
matching coding techniques will be used. The descriptive nodes will be established 
using only the data gathered from SMEs (inductive). The interpretive nodes will be 
set up based upon the theoretical models explained in Section 2.  
 Descriptive: Minimal interpretation for all the data which is inductive in 
natures (SME size, employee counts, industry, etc.). 
 Interpretive: Further progression of data coding to ascertain a level of depth 
within the acquired information by means of interpreting the data based upon 
its association with the theoretical constructs (IS capabilities, 
Complementarities) 
 Pattern: Emergent of a recurrent theme within the data will be identified 
during the cross-case analysis of the cases. 
In addition to the coding of data within inductive and deductive nodes established 
above, this study will also record the reflections and thought processes of the 
researcher using the following NVivo features: 
 Inclusion of reflective remarks in the coding process 
 Use of a project journal to keep track of any major coding changes and 
consolidations occur during iterations of analysis  
 Use of memos feature to highlight intriguing elements that may be of 
significance in terms of establishing new conceptual constructs 
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 Use of annotations to record the reasons for interpretively coding an 
interview quote into a particular node. 
 
j. Case Study Report 
A report will be crafted and produced for two main purposes: 1) as a documentation 
of finding from the within-case analysis of SME, and 2) provided for case study 
stakeholders review to review the findings for their comments. A potential bi-product 
of this report is for publication purposes in targeted conferences and/or journals with 
the aim of ascertaining feedback with respect to the direction of overall research. 
There are four possible structures for exploratory case studies that may be applicable 
in constructing the report (Yin 2009) namely linear analytic, chronological, theory 
building and suspense. As the primary purpose of the case study report is to evaluate 
the case level findings with SME management users, this study uses chronological 
sequence of events occurred within the SME firm for the report. The report will 
provide the reader with the following events to answer the research questions: 
 The sourcing steps executed by the SME for sourcing Salesforce SaaS 
application and all other applications that are in use by SME including the 
technology and business changes involved during SaaS implementation 
 The use of SaaS application along with the number of tasks performed with 
the SaaS application and user profiles (operational user or management 
user) that perform those tasks  
 All benefits (both perceived and realised) by SME in regards to their use of 
SaaS 
 Specific IS capabilities from the a-priori model based on the activities 
described during the interview or observed during the demonstration of 
SaaS use 
 Firm specific complementarities that were identified along with IS 
capabilities in SMEs use of SaaS for benefits. 
That concludes all the details specified in the case study protocol. 
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B2: SaaS Intermediary Case Study Questionnaire 
1) Context Setting Questions 
 
 Can you please tell me about your business and focus areas of growth? 
 
 
 
 
  Can you please share your personal experience (no of years, roles and 
responsibilities) with your organisation? 
 
 
 
 
 Can you share an insight about your firm’s target customer markets and segments? 
 
 
 
 
 Are there any particular industry segments where you see more willingness to SaaS 
adoption compared to others? 
 
 
 
 
 Describe your service ecosystem and your company’s relationship with customers, 
developers, partners, investors and operating communities 
 
 
 
 
2) Software As a Service (SaaS) Offerings Related Questions 
 How many different SaaS applications are offered by your company to SME 
customers? 
 
 
o What are the names of those service offerings? (Gather from the website). 
 
 
 
 
 Among the different service offerings, do SMEs prefer to purchase specific type of 
SaaS applications? (Example sales cloud, marketing cloud, services cloud versus 
platform offerings like data.com, force.com) 
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 What are the key features of your service offerings that differentiate your company 
as one of most innovative? 
 
 
 
 How these innovations are reaching your customer community? 
 
 
 How do your customers notice and take advantage of such features? 
 
 What is the process of releasing new versions of SaaS offerings?  
 
 How often new version of application is released to the users? 
 
 How much is the notice period is given to customers regarding the new version of 
the SaaS made available for access? 
 
 How are SMEs informed/educated about the new features of the new releases  
 
 
 Do you see different types of adoption behaviours between the different small and 
medium customers? 
 
3) Small and Medium Enterprise (SME) Related Questions 
1. Can you please share your overall experience with Small and Medium Enterprise target 
customers? 
2. What is the percentage of customers come from Small and Medium segments? 
3. Based on your experience how ready are SME customers to purchase and use SaaS? 
4. Describe your experience with an SME who you think is more advanced in terms of 
selecting and using SaaS services provided by you. 
5. What are the key questions that small customers ask you when they intend to purchase a 
SaaS application? 
 How about the medium sized customers? Do they ask same or different set of 
questions? 
 How do you differentiate between small/medium/large customers as these 
definitions vary across the countries? 
6. Are there any particular SME industry segments where there are more acceptances for 
SaaS?  
 What are those industry segments? 
7. Do SME customers raise many customised requirements for their own needs or are they 
happy with the standard service offerings? 
 If SME customers raise customisation questions, how you address them or help 
them to address such needs? 
8. What type skills and resources are required within SMEs to maximise the benefits from 
SaaS? 
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 How does your firm help your customers with the requirements for these skills and 
resources? 
9. Can you review the following factors to indicate how they influence small and medium 
size customers with respect to the purchase of SaaS?  
 
Factors  Small Importance (1-10) Medium Importance (1-10) 
Total cost of ownership *     
Speed of deployment*     
Reliability*     
Optimised utilisation*     
Regular software updates*     
Risk mitigation against 
software failures* 
    
Making individual more 
productive* 
    
Facilitating collaboration**     
Mining insights from data**     
 
 
* (Waters 2005) 
**(McAfee 2011) 
 
Are there any other factors that should be part of the above list?  
 
10. Can you please tell as to what channels are being used by SME customers to contact you 
/ your company? It will be ideal if you can indicative the percentage of customers that 
use the specific channel. 
 
11. Are there any other questions/issue types that you face from the SME community when 
they try to buy and use SaaS?  
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Appendix C 
Within-Case Analysis Data Tables 
C1:  Rental Services Data Tables 
C.1.1: Rentals’ Sourcing-Data 
No. SaaS Activity CDO’s Comments SaaS Context  
1. Service 
Specifications 
“We looked at various things, because how we do 
our marketing, we market a couple of ways; we 
market based on a person, we also market based 
on an activity that relates to a person’s property.  
So, which is different, like scheduling a call to 
someone to follow-up in a month’s time is easy 
enough, but actually tracking when that person 
who owns that property, when that property is 
available for rent and triggering marketing based 
on that event and happens with the property, 
that’s why we have the customisations” 
a) Business 
requirements 
for the 
application. 
b) Configuration 
and 
customisation 
needs of the 
SaaS 
application   
2. Vendor Selection  “So we wanted the ability to be able to zig and 
zag if we needed to, based on our requirements 
versus being locked into something that we had 
no alternative” …. “I didn’t use the free trial 
offers because when I was looking at the different 
providers I got them in and I’d say, “This is what 
we want to do.  Can your software do it?”  And 
that was the big determining factor” 
“We changed our business model, or our planned 
business model and then we thought, well I 
always said Salesforce was the best one out there 
at price point. ” 
“Only alternative I looked at was Google, but my 
only, I swung towards the 365 because of our 
Microsoft, relying on Microsoft products in our 
Agent Plus software.  If I’d gone down the Google 
path I still would have needed Microsoft 
products” 
Selection Criteria 
a) flexibility 
b) Cost 
 
SME did not use 30 
day free trial offers 
for evaluation, 
Decision based 
upon planned 
business model 
changes, 
Decision influenced 
by other SaaS 
platforms in use 
3. Contracts  “I’d have to go back and look through the scope 
of works ” 
Customisation-
specific contracts  
4 Implementation “With the partner that we work with, from initial 
meeting to actual engagement was close to six 
months”….. “it was also a fair bit involved in the 
scoping side of things as well as far as working 
with them to actually scope out the work 
completely to be able to cost it up and things” 
 “the customisation, them doing admin training 
with us, then obviously training with our team 
and so forth” 
“we were going to open that office two and a half 
years ago in an adjoining area at Springfield, 
Springfield Lakes and we could not get anything 
better than dial-up service for internet 
connection, which means we couldn’t function as 
a business”   
Use SaaS 
intermediary for 
customisation 
 
 
Users’ ability to 
learn  
 
Growth decisions 
negatively impacted 
by lack of 
broadband 
infrastructure 
5.  SaaS 
Measurements 
CDO rated SaaS reliability and availability 
benefits with high scores. 
Limited focus on 
traditional SLA and 
quality measures 
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C.1.2: Rentals’ Benefits-Ratings  
No. SaaS Benefits SME 
Rating 
Benefits 
Type 
Business 
Benefits 
1 Total cost of ownership 9 Business Efficiency 
2 Speed of deployment 6 Technology Effectiveness 
3 Reliability 8 Technology Effectiveness 
4 Optimised utilisation of tech resources 7 Business Efficiency 
5 Regular updates 7 Technology Efficiency 
6 Risk mitigation against software updates 8 Technology Effectiveness 
7 Making individual more productive 10 Business Efficiency 
8 Facilitating collaboration 6 Business Growth 
9 Mining insights from data 9 Business Multiple 
10 Employee mobility 8 Business Growth 
11 7*24 availability 7 Technology Agility 
12 Ease of accessibility 9 Technology Agility 
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C.1.3: Rentals’ Changes-with-SaaS 
Change Type  Observations Interview Data Quotes 
Business 
Automation of processes So a lot of what we do now was set up quite a number of years ago 
through manual measures.  And as we’ve started to scale it, then we’ve 
had to look at automation.  And consistency through doing some 
processes.  So when you’re very, very small, you try and do it all.  But as 
you start to grow you cannot, 
Real time customer interactions (transaction 
feedback surveys, issue resolutions, property 
inspection scheduling) 
So we’re going from a, collating data on a, for our new business on a 
monthly basis, on our existing clients on a quarterly basis to actually 
having live data 
Lead funnel processing  Of which we’ve just changed from  how we process our lead funnel in the 
last week to try and speed up that response time 
Internal Training  
we’ve got some key members of the organisation that are with our 
different products are obviously well-educated in those products.  So most 
of our training as far as the software we do internally" 
HR recruitment with Jobscience we’re just about to go live now with Jobscience, which is a recruitment. 
Real time  update dashboards for Executives 
“We changed our business model, or our planned business model and 
then we thought, well I always said Salesforce was the best one out there 
at price point 
Technology Screen configurations for workflow 
customisation for the firm's specific marketing 
process 
"because how we do our marketing, we don’t, we market a couple of 
ways; we market based on a person, we also market based on an activity 
that relates to a person’s property.  So, which is different, like scheduling 
a call to someone to follow-up in a month’s time is easy enough, but 
actually tracking when that person who owns that property, when that 
property is available for rent and triggering marketing based on that 
event and happens with the property, that’s why we have 
the…customisation. 
Develop customised dashboards 
Dashboard’s a reporting, is the high level in that we’ve built our 
Dashboards around the key metrics that we need to be tracking,    
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C.1.4: Rentals’ Use-Benefits-Data 
Leveraging  
Dimensions 
Application/type Data Observations Interview Data Quotes 
SaaS Use  
Sales Cloud 
Sales leads capturing 
"as far as where it’s coming in from the company, we can track it very 
specifically in where that lead’s coming from to determine what’s working for 
us and what’s not, and then we can work out the business that we do win, 
where that’s actually coming from, and then start to look at that conversion 
process" 
Salesman Opportunities tracking 
" being sales people they need the basics as far as a CRM system, like who 
they’ve got to call, when they’ve got to call, what appointments they’ve got to 
make and things like that, and updating those records.  
Salesman performance monitoring 
"So we can then performance manage based on, if they’ve got, had 10 
appointments only won one client, we’ve got to look at their, the training and 
the scripts and dialogues, and are they the right person in that particular seat, 
and do we have to assist them with their career" 
Sales contracts generation "With Salesforce, if you were a potential client and I wanted to draw up a 
contract, we just, bang, merge that straight out of Salesforce" 
Marketing Campaigns We are, probably very minimal. Where I see Salesforce it has some basic stuff 
around their campaign and their marketing side of things. 
Tracking sales activities  So we’re going from a, collating data on a, for our new business on a monthly 
basis, on our existing clients on a quarterly basis to actually having live data. 
Agent Plus 
Property maintenance and customer service  
processes for the rental customers of the properties most of the software is a service that we run our property management business 
in is Agentplus 
Office 365 Office automation tasks with Word, Excel 
use Office 365 for our, for the host of exchange side of things,  
Jobscience Recruitment process we’re just about to go live now with Jobscience, which is a recruitment. 
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Conga Composer Customised reports 
I suppose when you go for a customisation, you’re customising for a reason, 
and there’s a lot of history and psychology behind why would do it a certain 
way. 
Inspect Real Estate 
(IRE) 
 Property inspection request processing including 
logging, tracking 
"we use a product called Inspect Real Estate which handles our dealing with 
all of our inbound tenant enquiry via email" 
1 form Processing of Rental Applications There’s another integration with that, a company called One Form, which is a, 
when a tenant wants to rent a property off us they have to apply to the property.  
CustomerGauge Customer Satisfaction Surveys 
And we’re implementing a bit of software called Customer Gauge, which sits 
out, so our property management software feeds straight to that whenever 
there’s a, what we call a transaction. 
CloudAmp Campaign Tracker CloudAmp actually tracks and measures that, what’s happening on our Google 
side of things as far as tagging leads as they come in 
 
Type Observation Data Quote 
SaaS 
Benefits 
Strategic 
Profitability-based Growth   
Because then we started to look at righto if we’re spending $50,000 a month on 
our marketing for growth, we want to see a return on that investment.  So we’ve 
just seen a $50,000 net of that productivity and we’ve seen multiple of that.  So 
really being able to look at that from that measurement point of view. 
Competition analysis for the lost opportunities we look at the property management side of things is we might go in to do the 
same thing, pitch to win the business and I’m up against another agent, they 
might win the business but that owner still owns that property next month, three 
months, five years, 10 years down the track potentially.  So what that means is, 
yes, I might have missed it today but I have the opportunity of going back and 
getting that business again and again and again.  And it’s a case of looking at, 
hoping that that other agent is not able to perform the services that they 
promised that they were able to perform, that we’re on the shopping list that 
they come back to us.  
Improve customer response timings So really being able to track where our, as bottlenecks, is it process or is it just 
sitting on someone’s desk for too long and things like that. 
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Informational 
Weekly Management Review Reports across 9 areas We have a, our leadership team meet every Monday morning between 8:30 and 
10:30.  So each of our members of the leadership team, we’re part of that is we 
actually look at about nine sections of our business and we rate those from a 
green to a red of how we perceive those particular things going 
Customised performance monitoring dashboards 
(lead conversions, sales person evaluations) 
We want to know on the fly, are we on target, are we off, are we not on target 
and being able to change the direction as it’s needed through that live data, 
Transactional 
Customer service efficiencies 
All of the basis, and it’s actually KPIs that we rate our staff on as well.  So we 
want to see improvement in the job that they’re doing with their clients, 
obviously. 
Real-time operational effectiveness 
We would see efficiencies in how our team use it, but we could also see live 
reporting  
Contract generation process efficiencies 
if I, now with Salesforce, if you were a potential client and I wanted to draw up 
a contract, we just, bang, merge that straight out of Salesforce.  Before, we had 
to go in to other software products and do it through other software products to 
do that.  So there’s a lot more efficiencies come with, when you’re going to one 
point ‘ 
 Transformational 
Sales Cloud selection for business model changes 
 
“we were looking at a particular business model then for our whole 
organisation that potentially was going to require each staff member to use 
Salesforce, and each person use the database system that we were going to 
use”. 
 
C.1.5: Rentals’ IS Capabilities Data 
No. IS Capability Underlying Tasks   Tasks Demonstrated by SME   Data Quotes 
1 Leadership/ 
Governance  
 
 Devises organisational 
arrangements – Structure, 
processes and staffing (Feeny 
and Willcocks 1998a) 
 
 
 
 Ex-BDM takes the CDO role 
(Structure) 
 
 
 
 
 
“I’ve come up through the organisation.  So when we were a traditional 
real estate agency and we did sales, I’ve come through a sales background.  
Then in 2005 when we wanted to grow our property management business I 
was the first person to actually become one of our business development 
managers.  So I stepped out of real estate sales in to new business, on to the 
property management side, so there was two of us that started that up.  But 
saying that, what we were doing, no one else had done in the industry, so it 
was very much a big laboratory.  So we’d try this and try that, so we did a 
lot of direct marketing through, you know, digital analogue.  You know, and 
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 Integrates efforts with 
business purpose and activity 
(Feeny and Willcocks 1998a) 
 
 
 
 
 
 
 Influences the overall 
business perception IT’s role  
Establishes a strong business 
IT relationships at the 
executive level   
 
 
 
 
 
 Ensures  IT function delivers 
value for  money(Willcocks et 
al. 2006) 
 
 
 
 
 
 
 Identifies the need for changes 
within firm to address technology 
aware customer needs 
 
 
 
 
 
 
 
 Using SaaS-based solution to 
support the business model 
changes that are planned by SME. 
 
 
 
 
 
 Ensures SaaS is delivering value 
through customised dashboards 
 
 
 
 
 
 
 
 
 
 
really trying to get our lead funnel working really, really well.   So I have 
been through all that process” – Chief Digital Officer 
“most other products that were out there on the marketplace, real estate 
products for that matter couldn’t do what we wanted it do.  So back when 
we’re looking at, scoping and looking at the various things, we were going 
to have to look at a lesser quality product at a price that probably couldn’t 
do everything we wanted it to do, but then we had a change in, we changed 
our business model, or our planned business model and then we thought, 
well I always said Salesforce was the best one out there at price point” - 
CDO 
“It adds more to the accountability side of things.  So it’s, I’ll give you an 
example of that.  We have a, our leadership team meet every Monday 
morning between 8:30 and 10:30.  So each of our members of the 
leadership team, we’re part of that is we actually look at about nine 
sections of our business and we rate those from a green to a red of how we 
perceive those particular things going.  From, you know, morale of the 
organisation to performance, to financials, you know, how we’re working 
as a unit and things like that” 
“I look at what we had prior to Salesforce, if I wanted to do any reporting it 
was manual.  So trying to get, you know, pull this spreadsheet, that 
spreadsheet, put it all together, do some work with some cleansing and that 
sort of thing.  And it was manual, so when you do things manually, you, 
well error, but also it’s not live.  So you might wait ‘til the end of the month 
to try and collate some data.  Whereas with the Salesforce side of things, 
especially with the dashboards, like for our CEO, we just give him the 
dashboard app on his device and that’s all he needs.  He looks at it, looks 
at our growth and that sort of thing, looks at it visually, snapshot if he 
wants to, he can drill down through that.  So having the live data versus, 
and seeing those results as they come in versus waiting until the end of the 
period to be able to report on them.” -CDO 
“Because in the past we’ve measured, the leads have come in and obviously 
the business that’s won at the end of the day and if they are very much a big 
gap, you know, hundred leads and you’ve only won 10 clients for the 
month, usually what we’ve found in the past is that the sales person would 
blame the quality of the leads, not necessarily the quality of the job that 
they’re actually doing.  So we’re actually changing the process and putting 
a person in between the initial contact and the appointment, so having an 
appointment setter.  Then we can work on, they can’t blame the quality of 
the lead, so you’ve had this many appointments, you’ve had this many 
appointments and only won two clients.  Now we look at what you were 
actually doing with that client integration” 
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 sets up business specific 
measurements for opportunity 
conversion, sales team 
management, ROI for marketing 
investments to provide business 
leaders with decision making 
metrics   
 
2 Business 
Systems 
Thinking 
 Understands connections and  
interdependencies in business 
activity (Feeny and Willcocks 
1998a) 
 
 
 
 
 
 Contributes to problem 
solving, process reengineering 
activities  (Willcocks et al. 
2006) 
 
 
 
 
 
 Ensuring IS/IT capabilities 
are envisioned in every 
business process  
 The CDO demonstrates a 
complete understanding of their 
sales and marketing processes as 
he started as a sales manager 
 
 
 
 
 Recognition of 7 * 24 response 
requirements by the customer’s 
technology adoption 
 
 
 
 Identification of Salesforce and 
Agent plus as the two SaaS 
options for sales and marketing 
and property maintenance issues 
“I’ve been in those roles previously within the organisation.  So, but it has 
been quite a number of years since I’ve been at that side.  At the customer 
engagement side of things and so forth.  So I’m still, you know, when I go 
through a design process or it’s very much looking how I used to do things 
and probably not quite doing enough work with our staff to see, righto, if 
we do it like this, what’s the effect on it going to be and how they interact 
and so forth now” 
“we were looking at a particular business model then for our whole 
organisation that potentially was going to require each staff member to use 
Salesforce, and each person use the database system that we were going to 
use.  And the only problem with it is that it wouldn’t be a database system 
that they would be using all day, every day; it might be use it for a little 
while today, a little bit two days’ time and things like that.  So when you 
look at big users on a platform, you know, you’ve obviously got to look at 
the costs involved in it” 
 Use of Salesforce for customer relationship management, AgentPlus for 
property maintenance and office 365 for office automation and 
collaboration 
3 Relationship 
Building 
 Gets the business 
constructively engaged in 
operational IS issues (Feeny 
and Willcocks 1998a) 
 Developing users 
understanding of IT potential 
 CDO’s weekly meetings with  
five executives of the firm every 
week 
 “it’s our CEO, marketing, our marketing manager also looks after the 
business and the growth side of things.  We have our COO who has, and 
a general manager of probably management.  They work very, very 
closely together and similar to me with, in my role I work very closely 
with the marketing, but also back on their side and back with the CEO.   
We are all together, but what each person does will affect those other 
groups.  But, so it’s more, I work more closely with side, back with the 
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 Helping  users and IT 
specialists work together 
 Ensures Users ownership and 
satisfaction 
marketing and so forth because I’ve been there.  And the organisation’s 
been through all facets of that particular” 
4. Architecture 
Planning 
 Creating a coherent blue print 
for a technical platform that 
responds to current and future 
business needs 
 Anticipates the technology 
trends to allow for firm to 
operate in effective and 
efficient platform 
 Making the choice to go  
Microsoft 365 over Google for 
office platforms due to 
interdependencies with Agent 
Plus which is also a MS-based 
property management SaaS 
 Making the choice to go with 
Salesforce and Apple devices for 
mobility needs 
 
 “we’re a Windows-based platform, so our computers that we do use are 
Windows.  For mobility it’s, we’re Apple.” 
5 Making 
Technology 
Work 
 Trouble-shoots problems 
rapidly which are being 
disowned by others across the 
technical supply chain 
 Address business needs which 
cannot be properly satisfied 
by standard technical 
approaches 
 Short-term oriented and 
pragmatic 
 Use of intermediary for initial 
customisation and configuration 
of Salesforce SaaS 
 Subscription of monthly hours 
with SaaS intermediary for 
specialised reporting and 
enhancements 
 Using CloudAmp to resolve the 
issues created from Google’s 
removal of Salesforce interface 
 “We use a product Cloud Amp.  Cloud Amp allows, well Google used to 
have their analytics be able to go in to Salesforce.  They cut that out last 
year for new clients.  And they’re winding it right out for existing 
clients as well.  So you can’t actually get any of the key word data or 
any of the, anything in Salesforce from Google.  So Cloud Amp actually 
put some tracking in place and we can start to measure now key word 
conversion and, you know, what’s generating between organic and paid 
and things like that.  So we used Cloud Amp on that side of things to 
measure that.” 
6 Informed 
Buying 
 Manages IS sourcing strategy 
(Feeny and Willcocks 1998a) 
 Analyses the external market 
for IS/IT services 
 leading the tendering, 
contracting, and service 
management processes 
 Setting up and managing of the 
offshore-based team for low 
value added activities (data entry) 
 Checking with the existing SaaS 
vendor for the availability of 
additional service requirements. 
 The activities are related to 
sourcing services that are not 
available in house  
“we’ve looked at some of the, you know, your Marketos and your Silver 
Pops and things like that that take things to a whole different level.  We’re 
probably not at a size yet where we’d warrant actually taking that next step.  
We believe there’s probably some other steps we need to get in place 
before we make that jump to a dedicated marketing, as I said, the 
Marketo, you’re looking really at a demographic marketing tool, so things 
like that” 
“we actually outsourced to a team offshore that went and did all the data 
entry and got it done in two weeks” 
7 Contract 
Facilitation 
 Ensuring the success of 
existing contracts 
 Established outsourcing contracts 
for hardware maintenance, 
“we actually outsourced to a team offshore that went and did all the data 
entry and got it done in two weeks” 
Active SaaS Subscription contracts for Sales activities, Property 
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 Ensures problems and issues 
are resolved fairly within the 
long term relationships 
offshore-based data entry  
 Contract management capability 
was implicit from the reference to 
these specific activities.  
maintenance and office automation software needs 
8 Contract 
Monitoring 
 Protecting business 
contractual position current 
and future 
 Holding suppliers accountable  
 Developing performance 
standards of the services 
 No explicit or explicit references 
made related to contract 
monitoring activities 
  
9 Vendor 
Development 
 Identifying potential added 
value of SaaS suppliers 
 Creates win-win situations for 
both vendor and business 
 
 Using two Salesforce App 
Exchange products based on the 
vendor discussions. 
 Working with both SaaS vendors 
and intermediaries for leveraging 
with SaaS 
 “I think a lot of Salesforce relies on the client knowing exactly what they 
want.  But finding out what they want requires a lot of interaction 
between various users, user groups, you know, podcasting and 
everything like that.  So, which I actually talked to our account 
manager about and said I don’t know what I don’t know and I don’t 
know how to, what’s going to be good for us” 
10 Benefits 
Management 
 Benefits Planning 
 Benefits Delivery(Cragg et al. 
2011; Peppard and Ward 
2004) 
 Explicit selection of Salesforce 
SaaS to align with the planned 
business model changes 
 Ability to respond to customer 
questions all 7 * 24 with the 
integration SaaS tools with 
website 
 To capture real time data  with 
SaaS tools and initiate actions on 
customer satisfaction surveys 
 Changing the communication 
processes from emails to 
collaborations by leveraging the 
new features from office 365 
SaaS 
 The change referred here is more 
related to benefits of Salesforce 
rather than organisation cultural 
“I suppose integrations that we do, but purely that’s web-basedintegrations 
there where we use a product called Inspect Real Estate which 
handles our dealing with all of our inbound tenant enquiry via 
email” 
 
“So looking at more of a social integration of our communication across 
the organisation, versus e-mail communication.  So, and really having 
more engagement through a discussion based process versus the back and 
forth process that you have with e-mail.  And that’s really only come to 
light over the last couple of months with having a better understanding of 
some of the services that 365 has” 
“we had a change in, we changed our business model, or our planned 
business model and then we thought, well I always said Salesforce was the 
best one out there at price point” 
 
 328  
changes. So this quote relates to 
benefits management capability. 
11 Managing 
Change 
 Making the business and 
organisation changes required 
to maximise benefits (Peppard 
and Ward 2004) 
 . CDO  explaining the need for 
his firm to be ready for change 
and plan to address the business 
models changes with Salesforce 
 Plans and delivery of Salesforce 
training by in-house business 
experts  
 Commitment from senior 
management for SaaS-based 
changes 
 we realise from a business point of view that to continue to grow, but 
also to position ourselves ahead of the competition we as an 
organisation have to go through some changes.  So as an organisation 
we’ve got to be adaptive to change, 
 with Salesforce we implemented, yes, all the training we did with our 
team was us, because we felt we were the best to deliver it. 
 Ongoing evaluations of new SaaS applications such as GepPoint  
12 Project 
Management 
 Managing project scope, time 
cost and schedule with inter 
disciplinary teams.(Cragg et 
al. 2011) 
 No formal demonstration of 
project management was found 
 No explicit evidence 
13 Information 
Management 
 Ability to a) Provide data 
and information to users 
with appropriate levels of 
accuracy, timeliness, 
reliability b) Provide 
connectivity with 
accessibility with reach and 
range and c) tailor the 
infrastructure to address the 
changing business needs 
(Mithas et al. 2011) 
 Information flow integration 
through One form, Inspect Real 
Estate and Agent Plus for 
property applications and 
scheduling of the tenant 
inspections 
 Use of CLOUDAMP for key 
word-based search of information 
between Google and Salesforce 
data. 
 Consolidation of information in 
Salesforce for creation of 
contracts and increasing the 
operating efficiencies 
 Integration of workflow activity 
data in Salesforce to track key 
performance indicators of sales 
team performance (individuals) 
and lead conversion activity 
  “It’s changed processes in that, for Salesforce itself, prior to Salesforce 
there was a lot of stepping out of the database to go to other tools to use 
those tools.  You know, so if I, now with Salesforce, if you were a 
potential client and I wanted to draw up a contract, we just, bang, 
merge that straight out of Salesforce.  Before, we had to go in to other 
software products and do it through other software products to do that.  
So there’s a lot more efficiencies come with, when you’re going to one 
point versus using multiple other things that don’t speak to each other” 
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C2: Manufacturer Data Tables 
C.2.1: Manufacturer’s Sourcing Data  
No. SaaS Activity Participant Comments Observations 
1. Service 
Specifications 
 The sourcing process was completed by the 
company’s headquarters in the US.  
 Customer Relationship Manager did not have 
any information how the requirements were 
identified and specified. 
Configuration and 
customisation needs 
of SaaS adoption 
(Arya et al. 2010) 
2. Vendor Selection “And it was not so easy to adapt, you know, 
because a lot of all these things are customised 
also.  Customising Oracle’s a little harder, and 
the report writing was a little more complicated 
that to, for the average user to write reports and 
so on in Salesforce, that’s was, it was easier.  But 
it was not quite as robust in some ways, but much 
easier for the average user to write a report.” 
“Part of this was already semi-decided in the 
States, that they wanted to go to Salesforce, 
because we had all looked at Salesforce in 
general and decided that it was a bit easier to use 
than Oracle for the average user in a number of 
ways.  And so it was really only, we did look 
slightly at the Microsoft version, but we 
discounted that because it was unwieldy, and 
everything that we’d seen about it was much more 
unwieldy than the other two main ones”  
“Because we tend not to buy things that cost 
money, so we always look for the free ones.  And 
there’s a lot that you can do with the apps in the 
app exchange” 
Selection Criteria 
 No formal 
criteria seems 
to exist 
 the ease of use 
as the reason 
for choosing 
Salesforce over 
Oracle 
 It was done by 
US team 
 The cost free 
Salesforce add-
ons are chosen 
for experiments 
3. Contracts  No data available as contracts are maintained by 
the US team 
Customisation-
specific contracts  
4 Implementation ”We had a task force set up for reviewing out data 
in Oracle, how we were going to remove the data 
from the Oracle database and then upload it into 
Salesforce.  What designing we had to do in 
Salesforce to meet it, because the Salesforce 
standard did not meet what we had already 
customised in Oracle” 
“I think he was a freelancer….he helped stage 
manage the whole transitional period, and 
looking at the data and getting the data out, 
revamping the Salesforce standard set up to be 
customised so it would work for us” 
Configuration and 
customisation needs 
of SaaS adoption 
(Arya et al. 2010) 
 
Extensive 
customisation done 
(24 references in 
total) 
5.  SaaS 
Measurements 
No issues or quality problems were mentioned 
regarding the Salesforce use. Also there were no 
explicit measures on software quality of vendor 
service levels. 
Limited focus on 
traditional SLA and 
quality measures 
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C.2.2: Manufacturer’s Benefits Ratings Data 
No. SaaS Benefits SME 
Rating 
Benefit 
Type 
1 Total cost of ownership 8 Business 
2 Speed of deployment 6 Technology 
3 Reliability 10 Technology 
4 Optimised utilisation of tech resources 9 Business 
5 Regular updates 5 Technology 
6 Risk mitigation against software updates 8 Technology 
7 Making individual more productive 10 Business 
8 Facilitating collaboration 8 Business 
9 Mining insights from data 10 Business 
10 Employee mobility 9 Business 
11 7*24 availability 10 Technology 
12 Ease of accessibility 10 Technology 
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C.2.3: Manufacturer’s Changes Data 
Change Type Description Interview Data Quotes 
Business 
New Policy and business rules creation for 
SaaS user 
Well, we did, because it was a whole new thing.  And we did have to have a 
new policy.  We had a policy document and there’s a, so we had to implement 
who, part of it was that who was going to be designated as a SaaS user.  
Web-based leads integration 
web to lead, we’re working on automating at the moment.  We just are 
tweaking some things with that.  
Customer communication channels 
One of the things I am trying to do with them is to change them over from 
sending all their mail to customers from Outlook 
Automated information capture of sales 
interactions 
if they make that appointment in Salesforce, they update the opportunity 
record and the contact record of the visit or the appointment.  They also 
automatically were using Salesforce through Outlook, they automatically get 
that in their Outlook anyway, so it comes across regardless.  And then from 
that appointment that they’ve made within Salesforce, they can actually 
create an invitation to the contact and to various other people, either within 
the company or within that company or within our own company.  
Implement best practices of sales tracking for 
all global locations 
So one of the processes we changed was that then all of the, any other small 
sales process or sales tracking or sales spreadsheets or whatever, that were 
in any office, all had to go 
Account level information consolidation 
So that was an automated thing, so we could keep track of assets going 
against the account.  Not against the opportunity, ‘cause the asset went 
against the account.  So there might be five different opportunities in the one, 
all the assets went on to the account.  So that was a major process change. 
Marketing activities 
Sometimes their needs were fitted in; other times, their needs changed 
because they could now do something slightly different.  So it was just a 
development. 
Technology 
Customisation for user interface consistency  
What designing we had to do in Salesforce to meet it, because the Salesforce 
standard did not meet what we had already customised in Oracle.  
Customisation of forecasting reports 
I do run an automated forecast report, we don’t use forecasting as Salesforce 
use it, because it doesn’t work the way we want it to. 
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C.2.4: Manufacturer’s Use Benefits Data 
Leveraging 
Dimension 
Application/Type Observations Interview Data Quotes 
 SaaS 
Applications in 
Use 
Sales Cloud 
Market Campaigning Processes 
marketing people don’t use it very much from the normal sales, they use contacts, but 
they don’t use the accounts and the opportunities or the leads, leads they only pass on.  
So they work mostly in their campaign area. 
Leads Tracking 
So the leads all go into Salesforce, they are assigned then to whoever is the sales 
person, depending on the sales region or the type of selling that he does 
Opportunity Tracking 
he salesman just runs with the quote from there.  Yeah.  And then he will, and what 
happens is, he will present the quote, he changes his sales stage when the customer 
comes to him, the probability will change, and yeah, he will then have a complete 
history and description of what happens in the next stage, still negotiating, customer 
now wants to use this option, can we re-quote?  Another request for quote task comes 
through 
Sales order Quotes Generation 
I then create the Word attachment, the Word document, and then I will input 
information into the opportunity page of the date the quote was created, the hours, the 
manufacturing hours, the engineering hours, where it’s being manufactured.  I’ll put 
the products on the page as well, from what’s in the estimate sheet.  And then I will 
link the quote via a link on the opportunity page as well, so someone can just come 
along and click and the quote opens.  So that’s where my job integrates with that. 
Sales Closure Quality Control 
He marks it closed and won.  Then we have a number of, ‘cause we have a processes 
and procedure in place, we have a quality assurance program in place.  So yeah, so 
we have a process and a procedure that we have to follow once a sale is closed. 
Accounts & Contacts 
Maintenance 
They probably nearly all use accounts and contacts, because that, we share all our 
accounts and contacts. 
Google Docs Limited Use 
Just the odd use of Google Docs, but there’s the odd use of things, social media areas 
SaaS Benefits Strategic 
Competitive Analysis with lost 
opportunities 
we do, we can do that with competitors, seeing what they take, where they 
win an order and why, because when the guys, if they lose an opportunity, 
there is a reporting follow on from that against each product in that.  Some 
products will be against one competitor and some products in, say it’s a line, 
some products might be against another competitor in the overall line.  So 
they can put in there why we lost, was it price, was it delivery, was it 
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whatever.  So then we can see if a particular competitor is taking off from us a 
lot of slices, or whatever it happens to be, you know.  Suddenly from last year 
to this year, they’ve taken half as many again, orders off us, for this particular 
type of product.  
Informational 
Sharing Information across 
regions 
So no matter which region, which office, which type of selling you do, 
everybody can see the accounts and contacts. 
 
Global information consolidation 
for CEO 
He wanted to be able to enter and see all the agreements data that we had.  So 
with all the different sorts of accounts that we had, what agreements have we 
got with whom, which are current, what are they about, etc.  So that’s a 
request, 
 
Workflow Optimisation though 
consolidation 
he products, the price lists, that all there, that’s, yeah, going in there, ‘cause 
I’m often creating products for salesmen that can’t find products for an 
opportunity.  But our screens in those two areas are very full of a lot of 
information.  You can get almost anything you want from those screens.  
Transactional 
Transaction Efficiencies through 
automated and integrated 
workflow 
It is linked, you can get from one screen to another from the same screen, like, 
from different screens,  ……. "Whereas, if they were to do that, as they 
should do, from just putting it in Outlook, that’s about four or five tasks to be 
done in separate places" 
  
Global availability, mobility and 
reliability for sales operation 
effectiveness 
So I think there’s only one to two hours where any of our offices are not open.  
And usually people, even in that one to two hours, people who are travelling 
will not be in an office, hours, but they’ll be in a hotel. 
Streamlined processes and ease of 
use increasing user efficiencies 
Salesforce just helps to streamline our process, I s’pose.  It’s just an easier 
way of collecting information.  I don’t have to go to too many other places.  
And it’s easy to use, like, it is very simple screens to use.  You can move 
around very easily, you can get what you want out of it quite easily.  Yeah.  
And it’s quite quick. 
Transformational  
Improve consistency of 
opportunity tracking and sales 
forecasting process across 13 
countries 
 
So one of the processes we changed was that then all of the, any other small 
sales process or sales tracking or sales spreadsheets or whatever, that were in 
any office, all had to go 
So we do our own forecasting by guys just putting their opportunities at 
certain percentage levels.  And at certain percentages levels it will be 
considered to be forecast. 
   
©2014 Nagarajan Venkatachalam Page 335 
 
C.2.5: Manufacturer’s IS Capabilities 
No. IS 
Capability 
Underlying Tasks   Tasks Demonstrated by SME   Data Quotes 
1 Leadership/ 
Governance  
 
 Devises organisational 
arrangements – Structure, 
processes and staffing (Feeny 
and Willcocks 1998a) 
 Integrates efforts with 
business purpose and activity 
(Feeny and Willcocks 1998a) 
 Influences the overall 
business perception IT’s role 
and establishes a strong 
relationship  at the executive 
level   
 Ensures  IT function delivers 
value for  money(Willcocks et 
al. 2006) 
 
 Setting up the training and follow 
up process to educate the sales 
teams  
 Integrating competitive analysis 
for sales teams with Salesforce 
 Providing president with the 
global visibility of sales data 
 
 
 
 
 
 
“We have initial user training when they first become a user.  They have a 
two day training course.  And then, we back that up with, we have policy on 
how they, and that forms part of that training, that policy on how we 
operate, what are our naming conventions and so on, and all that sort of 
thing is covered in that.  Then we also back that up with handouts as well. “ 
“knowledge where you can, if you’re saying it’s trending into whatever.  
Well, we do, we can do that with competitors, seeing what they take, where 
they win an order and why, because when the guys, if they lose an 
opportunity, there is a reporting follow on from that against each product 
in that…..  So then we can see if a particular competitor is taking off from 
us a lot of slices, or whatever it happens to be, you know.”   
“it meant that our president in the States could see all the sales data.  So he 
could see all the sales data of everything that was happening throughout 
the company, throughout the world.” 
2 Business 
Systems 
Thinking 
 Understands connections and  
interdependencies in business 
activity (Feeny and Willcocks 
1998a) 
 Contributes to problem 
solving, process 
reengineering 
activities(Willcocks et al. 
2006) 
 
 Ensuring IS/IT capabilities 
are envisioned in every 
business process  
 CRM managers understanding of 
sales, marketing and production 
processes to overcome production 
bottleneck. 
 Automation of tasks to reduce the 
data entry activities for sales team 
 
 Using Chatter facility form 
Salesforce SaaS to co-ordinate 
campaign across sales, marketing. 
and service 
 
Sales and marketing, yes.  We don’t use it for service yet.  That’s 
something, when we changed over, because it was a big change, and we 
knew that there’d been a lot of handholding for users for sometime, and it 
would take a while for us to also decide what else on the sales and 
marketing angle, we wanted to customise, or other uses that we had” 
when they close an opportunity, they don’t have to remember to make the 
percentage probability of that back to zero, because it’s now closed.  If 
they’ve lost it, it goes back to closed.  So we have workflow assess if you’ve 
made a closed lost, make the probability zero.  If you don’t close one, then 
make it 100%.  So we try to keep them from having to do extra work by 
having some automated work. 
We use Chatter then as a group, for the people who are involved with 
anything to do with that campaign.  So it might be marketing people, it 
might be sales people who are in the area where the trade show or 
whatever is going to be.  It may be service people who are involved in the 
installation of the equipment or the transfer of the equipment from 
wherever. 
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3 Relationship 
Building 
 Gets the business 
constructively engaged in 
operational IS issues (Feeny 
and Willcocks 1998a) 
 Developing users 
understanding of IT potential 
 Helping  users and IT 
specialists work together 
 Ensures Users ownership and 
satisfaction 
 Salesforce is managed by CRM 
manager who is already part of 
the business function 
 Scope of relationship building 
changes from Business –IT 
relationship to cover the 
dimension of head office 
expectations and field level sales 
users of Salesforce SaaS 
  
4. Architecture 
Planning 
 Creating a coherent blue print 
for a technical platform that 
responds to current and future 
business needs 
 Anticipates the technology 
trends to allow for firm to 
operate in effective and 
efficient platform 
 No relevant data in this case  
 Since Salesforce is externally 
sourced and managed completely 
by business user (CRM manager 
and Sales Administrator) from 
Sales function 
  
5 Making 
Technology 
Work 
 Trouble-shoots problems 
rapidly which are being 
disowned by others across the 
technical supply chain 
 Address business needs which 
cannot be properly satisfied 
by standard technical 
approaches 
 Short-term oriented and 
pragmatic 
 Most minor customisations are 
done by CRM team 
 Customer Relationship Manager 
sets up the training process which 
provides the use tips and tricks 
for sales users 
“We do most of our stuff in house, it’s only when it gets really fiddley, or 
we need a lot of fancy code, that we go outside,” 
we also have, that we release little snapshot videos.  So it might be, ‘How 
do I keep my close dates in the future?’ and not let them fall into the past.  
You know?  So there’s little, something, it may be a two to three minutes, 
videos” – CRM Manager 
6 Informed 
Buying 
 Manages IS sourcing strategy 
(Feeny and Willcocks 1998a) 
 Analyses the external market 
for IS/IT services 
 Leading the tendering, 
contracting, and service 
 Managed by the team in US 
head quarters 
 Limited data evidence from 
Australian team that is using 
Salesforce here 
Customising Oracle’s a little harder, and the report writing was a little 
more complicated that to, for the average user to write reports and so on in 
Salesforce, that’s was, it was easier.  But it was not quite as robust in some 
ways, but much easier for the average user to write a report 
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management processes 
7 Contract 
Facilitation 
 Ensuring the success of 
existing contracts 
 Ensures problems and issues 
are resolved fairly within the 
long term relationships 
 No evidence found  
8 Contract 
Monitoring 
 Protecting business 
contractual position current 
and future 
 Holding suppliers accountable  
 Developing performance 
standards of the services 
 No Evidence Found   
9 Vendor 
Development 
 Identifying potential added 
value of SaaS suppliers 
 Creates win-win situations for 
both vendor and business 
 
 Limited interactions between case 
participants and SaaS vendor 
We have a group of people in the States at Salesforce who are our contact 
group.  But then, secondarily, we also have, in Australia we have an 
account ... 
10 Benefits 
Management 
 Benefits Planning 
 Benefits Delivery(Cragg et al. 
2011; Peppard and Ward 
2004) 
 Use Salesforce-based email 
communications with the 
customers for tracking 
 Ensuring consistency of sales 
process activities across the 
global countries 
 Automation for consistency of 
reporting. 
 Benefits Planning activity is done 
with in conjunction with business 
development managers from the 
field. 
 Total costs of ownership 
reduction with app-exchange 
products from Salesforce 
And all that gets updated on the record in one hit.  Whereas, if they were to 
do that, as they should do, from just putting it in Outlook, that’s about four 
or five tasks to be done in separate places. 
Consistent.  They all worked under the same principles, they all had the 
same, the had the follow the naming conventions, they had to follow the 
processes that were in here.   
“Before that, a lot of our sales processes were manual, whereas once we 
got into a SaaS sales database, we had had a sales database before.  But it 
was located on a server and it was only run by Brisbane people and so on, 
so it was very limited.  So one of the processes we changed was that then 
all of the, any other small sales process or sales tracking or sales 
spreadsheets or whatever, that were in any office, all had to go.” 
But there are other things that we see that we think, now, really, this would 
be better if we did it a different way.  And that’s when the three of us 
collaborate.  And we might run it past a guy who’s one of the major sales 
managers in the States, just for his feedback on whether he thinks this 
would work, whether he thinks it’s worthwhile.  And then we would 
implement it. 
look at the sorts of operations we’ve got and we think, you know, especially 
if something’s happening over and over again, then suddenly we say, 
‘Okay, there must be, may be a better way to do this.  Let’s go look at the 
app exchange,’ or wherever, and find out whether it’s feasible.  And then 
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the question always, is it at a cost or is it free. 
11 Managing 
Change 
 Making the business and 
organisation changes required 
to maximise benefits (Peppard 
and Ward 2004) 
 Hand holding the users with the 
process changes from Salesforce 
implementation 
 Following the train the trainer 
approach to pass information on 
major changes. 
when we changed over, because it was a big change, and we knew that 
there’d been a lot of handholding for users for sometime, and it would take 
a while for us to also decide what else on the sales and marketing angle, we 
wanted to customise, or other uses that we had. 
I use it for when I need to stimulate the regional managers to do something.  
To get people in their office to cooperate to do whatever I need in sales, or 
for them to be aware of what has to happen in Salesforce.  Then, for 
example, I’ve got a project on the go at the moment about mobile devices.  
So I’m presenting that to the regional sales managers, and then they go out 
to their people, and then they come back to me through that group. 
12 Project 
Management 
 Managing project scope, time 
cost and schedule with inter 
disciplinary teams.(Cragg et 
al. 2011) 
    
13 Information 
Management 
 Ability to a) Provide data 
and information to users 
with appropriate levels of 
accuracy, timeliness, 
reliability, b) Provide 
connectivity with 
accessibility with reach and 
range, and c) tailor the 
infrastructure to address the 
changing business needs 
(Mithas et al. 2011) 
 Set up to capture maximum 
required information 
 Customised dashboard for KPIS 
at the management and 
operational levels 
“We try to get the guys to put in as much information as possible because 
the other thing that they do is they use the data from one opportunity where 
they’ve got another customer who has a very similar set up and 
requirement.  So they’ll use a lot of the data that they’ve already seen it, 
because they’re fairly complicated.  A lot of information.” 
“There’s loads and loads of reports I’ve written over the years.  Closed 
dates.  Mostly, there are reports that I write for marketing, for their mass 
mail outs.  So they can pull out all the contacts that are in Victoria or in the 
confectionary industry or whatever.  So that if they’re doing a mail out on 
something to do with that, that they’ve got all those contacts.  I do those” 
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C3: Telecom  Data Tables 
C.3.1: Telecom Sourcing Data 
No. SaaS Activity Participant comments Observations 
1. Service 
Specifications  
“I think that as a management team, we should 
have approached like-sized organisation in like 
industries and with a like culture as well that 
were already utilising this.  Because we don’t 
know, or didn’t know what we didn’t know”.  – 
QLD state manager 
 Insufficient 
knowledge 
causing the 
chosen 
approach 
2. Vendor Selection “we looked at several and there was a list, funnily 
just down to two, several including enhancing our 
own internal one” - BSA 
“that was a major factor in the decision, that it 
was easy to integrate with and I think maybe from 
the business side, the decision was more, well so 
many people use Salesforce, it was probably, 
yeah.  Just CRM, any one CRM, we probably 
didn’t know enough about the differences to 
actually make a decision about which one would 
be better”- BSA 
Criteria 
 Integration 
with old system 
 Others using 
Salesforce 
 BSA’s 
retrospective 
recollections 
3. Contracts  Contracts with Salesforce and Marketo. 
SaaS support contract with intermediary Datarati 
Ongoing service 
contract with an 
intermediary   
4 Implementation “We didn’t do enough out of the box functionality 
and tried to incorporate too much of our own 
stuff into it and so we didn’t get the most benefit 
out of Salesforce” 
 
“our sales order management system used to be 
our CRM and sales order management, we turned 
off the CRM component really of that and started 
using Salesforce, so we integrated between the 
two systems.” 
“Salesforce forms and object customisation was 
done by, that was all done by Salesforce 
Professional Services.  The integration between 
Salesforce and our own systems was done by us” 
“we’re still, kind of, going through it, actually.  
So I mean, I would say that you need a minimum 
of 6 to 12 months in order to be able to 
understand exactly what it is, you know, to scale 
it, scope it, understand what it is. … I think it took 
us six months to get that done, and then a further 
six months to say, ‘Actually, what we meant by 
that was not what we’ve got, it’s something else” 
– QSM 
Not adopting the 
best practices 
resulting in reduced  
benefits 
 
Configuration and 
customisation needs 
of SaaS adoption 
(Arya et al. 2010) 
 
 
Ongoing 
implementation 
challenges 
 
5.  SaaS 
Measurements 
No  direct evidence of quality and SLA measures. 
A set of issues were mentioned regarding the 
implementation choices and user expectations. 
No direct evidence  
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C.3.3: Telecom Benefit-Ratings Data 
No. SaaS Benefits SME 
Rating 
Benefit 
Type 
1 Total cost of ownership 10 Business 
2 Speed of deployment 1 Technology 
3 Reliability 9 Technology 
4 Optimised utilisation of tech resources 3 Business 
5 Regular updates 2 Technology 
6 Risk mitigation against software updates 8 Technology 
7 Making individual more productive 2 Business 
8 Facilitating collaboration 10 Business 
9 Mining insights from data 5 Business 
10 Employee mobility 7 Business 
11 7*24 availability 7 Technology 
12 Ease of accessibility 8 Technology 
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C.3.3: Telecom Changes with SaaS Data 
Type of 
Changes 
Description Interview Data Quotes 
Business 
Sales activities tracking 
I’m looking at the dashboards all the time, in terms of, you know, what’s the pipeline 
build looking like, what’s the sales number, what’s the forecasting 
User training 
We internally train people, new starters and staff like that, we will train in 
Salesforce but I don’t know of any training we get from Salesforce. 
Sales and marketing integration this is very basically a marketing tool, and it was actually given to sales operations 
to manage.  Which is perhaps the wrong place. 
Marketing methods So we’re not convinced at this moment in time that for our target market it’s the 
right tool, but we’re still continuing to go with it because we’ve been assured that 
it’s the right thing to do 
Limited or lack of use there was a lot of reluctance and probably, I don’t know if there still is, it’s been 
around for a while now but there was certainly a lot of reluctance and a lot of 
people just did, doing I guess, the bare minimum.  There was very specific targets to 
get usage up which related to, you know, how many records you entered or how 
many updates you did or whatever, like so people would do the bare minimum to 
meet this arbitrary target rather than trying to use the system because they felt that 
they were going to get something out of it 
Sales team perceptions  this is probably part of the reason we didn’t get some of the benefits out of it, we, 
people, the sales people felt that it was a tool for the sales manager to manage 
rather than a tool to help sales.  
Technology Switching from in-house tool to 
Salesforce 
we already had a CRM that did its job, not spectacularly but not terribly, and I 
don’t think we got the benefits from Salesforce that the sales team envisaged. 
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C.3.4: Telecom Use and Benefits Data  
Leveraging  
Dimension 
Application/Type Data Observations Sample Quotes 
SaaS Use 
(Applications) 
Sales Cloud 
Account Planning 
We have put in, from an account management perspective, we’ve put in 
account planning, so that’s a good thing. 
Forecasting 
It’s used substantively as a forecasting mechanism, sales forecasting 
mechanism, and obviously if the end users do not respect the tool itself then 
you don’t get the right outcomes. 
Marketing Management 
it’s really market, anything to do with the marketing side of it, lead 
generation, reporting, function management. 
Leads Tracking 
Lead tracking kind of stuff, they’ve built some tools onto Salesforce that 
help with capturing leads, tracking leads, doing, tracking online usage by 
customers, by contacts, yeah. 
Opportunity Management 
I know that the main thing is probably opportunity management is what we 
use.  
Sales Process KPIs 
So for example one of the KPIs that they added was the number of meetings 
per week that we made on prospects because they felt that if you’re making 
10 meetings a week with prospects you’re going to sell something, 
Frequent use for benefits 
what has become very clear to me is that you’ve got to use it to familiarise 
yourself with how it happens, how it works, how it operates.  So unless 
you’re using it on a daily basis you don’t actually, you know, benefit from it. 
Marketo Campaign Management 
And give you proactive marketing, give you marketing campaigns, so you 
set up your marketing in Marketo tool.  So there’s a back of house 
integration with that. 
SaaS Benefits 
Strategic  NONE NONE 
 
Activity-based quality 
information 
it gives us better quality information from an activity based, you know, sort 
of, what are we doing, how are we doing it, why are we doing it that way.  
You know, I think what it does is it gives us better visibility to be able to 
draw more analysis out of what it is the activity’s, and we can identify the 
activities that are actually positive and add value to the business.  
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Transactional 
Ease of use and low costs 
There’s an ease of use and ease of setup and no cost, you know, 
no one off cost to set it up.  But in our case, I don’t think it was 
really, there wasn’t that much benefit. 
 
C.3.5: Telecom IS Capabilities Data 
No. IS 
Capability 
Underlying Tasks   Tasks Demonstrated by SME   Data Quotes 
1 Leadership/ 
Governance  
 
 
 Devises organisational arrangements 
– Structure, processes and staffing 
(Feeny and Willcocks 1998a) 
 Integrates efforts with business 
purpose and activity (Feeny and 
Willcocks 1998a) 
 Influences the overall business 
perception IT’s role and establishes a 
strong relationship  at the executive 
level   
 Ensures  IT function delivers value 
for  money (Willcocks et al. 2006) 
 
Setting up the new processes 
with control using SaaS. * 
 
Only one activity which is also 
has a negative impact. This 
results in “LOW” value for 
leadership 
“Actually it’s one of the things that I think that, you know, we need to 
look at as an organisation because I think, you know, it’s not a control 
thing, it’s just far too, it’s way up with, you know we’re trying to work in 
a complex environment and we don’t need to be told what to do, or 
indeed how to do it.  Yeah?  We know what we need to do.  It’s just that 
we’re being stifled by …. more and more processes that control, you 
know, ‘Thou shalt,’ and then control it through this media. 
2 Business 
Systems 
Thinking 
 Understands connections and  
interdependencies in business 
activity (Feeny and Willcocks 
1998a) (yes) 
 Contributes to problem solving, 
process reengineering activities  (no) 
(Willcocks et al. 2006) 
 
 Ensuring IS/IT capabilities are 
envisioned in every business process  
(no) 
BSA’s understanding of which 
parts of the old system was 
moved to Salesforce and which 
part was still retained in old 
system 
 
 
“Everything else is created from the other system and passed back to 
Salesforce more for information purposes, so that is ticketing 
information, sales order information, contract information, all this stuff 
which we didn’t do in Salesforce, we still kept doing in our old system, it 
just gets passed across for information purposes. 
“recent ones like we had a different way to segment customers and it had 
to pass through not just the sales system but also through to our billing 
system through to our support systems so we had make sure whatever 
segment it was in in Salesforce got passed across through all our 
different systems, so that’s that kind of thing.”- BSA 
“I guess we had a choice between changing people’s behaviours about 
our sales process or trying to make Salesforce fit to our sales process 
and we did the latter, mostly.” - BSA 
3 Relationship 
Building 
 Gets the business constructively  Not Evidenced  No Evidence found 
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engaged in operational IS issues 
(Feeny and Willcocks 1998a) 
 Developing users understanding of 
IT potential 
 Helping  users and IT specialists 
work together 
 Ensures Users ownership and 
satisfaction 
4. Architecture 
Planning  
 Creating a coherent blue print for a 
technical platform that responds to 
current and future business needs 
 Anticipates the technology trends to 
allow for firm to operate in effective 
and efficient platform 
 Use of TIBCO business 
works causing issues due to 
the learning involved 
 “Probably our biggest issue is actually that this, our integration 
tool called TIBCO BusinessWorks, it was the first time we’d used 
that.  So that was all new to us 
5 Making 
Technology 
Work  
 Trouble-shoots problems rapidly 
which are being disowned by others 
across the technical supply chain 
 Address business needs which cannot 
be properly satisfied by standard 
technical approaches 
 Short term oriented and pragmatic 
 Creating new approaches to 
prevent the duplicate account 
entry issues 
“certain type of, an example would be that the account name in 
Salesforce isn’t unique and we couldn’t make it unique but in our 
internal system we had to have it unique.  So we had to come up with 
some way to prevent people entering duplicate account “ 
6 Informed 
Buying  
 Manages IS sourcing strategy (Feeny 
and Willcocks 1998a) 
 Analyses the external market for 
IS/IT services 
 leading the tendering, contracting, 
and service management processes 
 No sourcing strategy 
 IS team completes 
evaluation process 
“So we’re not convinced at this moment in time that for our target 
market it’s the right tool, but we’re still continuing to go with it because 
we’ve been assured that it’s the right thing to do” 
7 Contract 
Facilitation 
 Ensuring the success of existing 
contracts 
 Ensures problems and issues are 
resolved fairly within the long term 
relationships 
 No Evidence  
8 Contract 
Monitoring 
 Protecting business contractual 
position current and future 
 No Evidence 
 
 No supporting evidence found from the data 
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 Holding suppliers accountable  
 Developing performance standards 
of the services 
9 Vendor 
Development 
 Identifying potential added value of 
SaaS suppliers 
 Creates win-win situations for both 
vendor and business 
 
 No Evidence  No supporting evidence exists in the data 
10 Benefits 
Management 
 Benefits Planning 
 Benefits Delivery (Cragg et al. 2011; 
Peppard and Ward 2004) 
 QSM comments lack of 
business value from the 
history of customer 
transactions 
 
“And in fairness, what they’re not seeing is the fact that there is a, you 
know, there’s a history being built up about the value that’s being added 
to the customer.  But I don’t think that we’re structuring that in any 
way, shape, or form that is actually of any value to the commercial side 
of the business.   
11 Managing 
Change  
 
 Making the business and 
organisation changes required to 
maximise benefits (Peppard and 
Ward 2004) 
 Lack of change management “I don’t think we use Salesforce at an operational level.  In fact, we’re 
getting what we call OPIs, which is operational review meetings, that are 
going through.  So we’re getting the CSMs to upload those things into, 
it’s literally just, ‘Here’s a document, I’m going to upload it onto that 
and I can then say that I’ve done my job.’  There’s no other value than 
that, which is why there is confusion amongst the staff about the fact that 
this, ‘All I’m doing it for is a KPI.  I’m not getting any value out of the 
system” – QLD State Manager 
12 Project 
Management 
 Managing project scope, time cost 
and schedule with inter disciplinary 
teams (Cragg et al. 2011) 
 No Evidence   No supporting evidences exists in the data 
13 Information 
Management 
 Ability to a) Provide data and 
information to users with 
appropriate levels of accuracy, 
timeliness, reliability, b) Provide 
connectivity with accessibility 
with reach and range, and c) tailor 
the infrastructure to address the 
changing business needs (Mithas 
et al. 2011) 
 QSM explained the need for 
more use for more benefits. 
“I think that the people that generically understand that, you know, the 
more they put into it the better quality outcomes they’re going to get” 
 
“I don’t think we use Salesforce at an operational level.  In fact, we’re 
getting what we call OPIs, which is operational review meetings, that are 
going through.  So we’re getting the CSMs to upload those things into, 
it’s literally just, ‘Here’s a document, I’m going to upload it onto that 
and I can then say that I’ve done my job.’  There’s no other value than 
that, which is why there is confusion amongst the staff about the fact that 
this, ‘All I’m doing it for is a KPI.  I’m not getting any value out of the 
system” 
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C4: Optimise Data Tables 
C.4.1: Optimise’s Sourcing Data 
No. SaaS Activity CEO/ Marketing Manager comments Observations 
1. Service 
Specifications 
Operational costs savings was the  primary purpose  for 
using 9 SaaS applications. 
“I see the professional edition used to include some of 
the social integration which I wanted…And so, from 
a marketing perspective, those are actually really 
powerful functions.  So there's a motivation for me to 
upgrade to the enterprise addition so that we can get 
access to those tools…” Marketing Manager 
No formal 
specifications to 
identify the 
specifications 
required. 
Marketing 
manager 
mapping their 
the need for 
social 
integration  
2. Vendor 
Selection 
“We’ve got a – one of our core values is freedom to 
innovate and so giving that ownership of that decision to 
someone who will be the primary user of it is pretty 
important.  So when we were looking at Ganttic for 
resource scheduling, my COO said, look, I need some kind 
of online tool so you can see what we’re doing and 
everyone else can see what we’re doing.  And I said why 
don’t you go out and have a look at a few.  And he said I’ve 
gone out and I’ve looked at these and the one I liked best is 
this and it’s this much and I went yes, go for it.  It’s your 
decision; you’re COO.  You’re the guy that’s going to be 
using it.” 
Informal 
processes 
 
Individual 
decision based 
SaaS software 
selection 
 
 
3. Contracts  “So if it is only a month-by-month subscription and 
getting your data in and out of it if you want to switch 
to a new solution is easy, then your commitment level 
in making that decision isn’t very high… But  I’m 
sure we have annual licenses.” CEO 
Annual 
subscriptions 
 
 
 
4 Implementation “very little.  There’s a little bit in there I think but very 
little customisation.” – CEO 
 
“I can go to SaaSu and find a report that does what I want 
or run a customised report a fairly easy way.  Whereas to 
build the customised reports in Salesforce is not simple” - 
CEO 
Limited 
customisation of 
Salesforce SaaS 
 
CEO indicated 
that Salesforce 
use is more 
complex than 
other SaaS apps. 
5.  SaaS 
Measurements 
No quality and service level agreements were 
identified from the data 
 
“We're using it as a basic contact management tool.  
But I don't see that we're really using that from a 
financial perspective or just regular 
communications.” – Marketing Manager 
 
The marketing 
manager 
indicating 
limited use of 
Salesforce and 
highlighting the 
need for formal 
measures. 
 
C.4.2: Optimise’s Benefit-Ratings Data  
No. SaaS Benefits SME 
Rating 
Benefit 
Type 
1 Total cost of ownership 9 Business 
2 Speed of deployment 6 Technology 
3 Reliability 8 Technology 
4 Optimised utilisation of tech resources 7 Business 
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5 Regular updates 7 Technology 
6 Risk mitigation against software updates 8 Technology 
7 Making individual more productive 10 Business 
8 Facilitating collaboration 6 Business 
9 Mining insights from data 9 Business 
10 Employee mobility 8 Business 
11 7*24 availability 7 Technology 
12 Ease of accessibility 9 Technology 
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C.4.3: Optimise’s Changes Data 
SaaS-Based 
Changes 
Description Data Sample Quotes 
Business 
Employ dedicated marketing manager (recent 
event) 
And our lead management use of it will grow.  We haven’t had a 
dedicated marketing function in BRE up until about 2 months ago 
when I recruited someone and she’s now working on our Salesforce 
implementation and how we use it better for lead nurturing campaigns 
and things like that 
Lead generation process changes (in progress) 
we don’t do a lot of lead management in it because we don’t do a lot 
of automated lead generation, although we’re changing that.   
Sales and marketing integration with web 
redesign (in progress) 
We’re redoing our website, for example, and it will tie in much more 
tightly to Salesforce which will tie in much more tightly to our whole 
lead nurture and sales process.  But that’s not well designed yet. 
Yeah, we’re in that process. 
Marketing processes 
So marketing was just a need for the business in terms of how we go to 
market and sell ourselves kind of thing and then we use Salesforce so 
she will end up using that as a tool through some of the marketing 
process 
Technology Use SaaS tools for most of activities  
Time sheet entry, Infrastructure monitoring, trip planning, expenses 
tracking, accounting, bugs tracking, collaboration 
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C.4.4: Optimise’s SaaS-Use-Benefits Data 
Leveraging 
Dimension 
Application/ Type Data Observations Sample Quotes 
SaaS Use 
Sales Cloud 
Contacts management 
So it’s got all of our contacts in there and we use it, for example, to 
sync. 
Customer account history 
there’s probably five of us that use it with any regularity which is 
essentially the two founders, who are more or less the sales guys, 
myself and a couple of others.  And when we use it, we’re pretty good 
at copying in our Salesforce email – you know, so there’s the email 
that you can copy – so that we’ve got a nice history.  
New lead management 
And our lead management use of it will grow.  We haven’t had a 
dedicated marketing function in BRE up until about 2 months ago 
when I recruited someone and she’s now working on our Salesforce 
implementation and how we use it better for lead nurturing campaigns 
and things like that.  
New customer opportunities 
 my main use of it would be in opportunity management, and coming 
up with looking at what opportunities we’re managing and things like 
how many sales have we done and the closed opportunities and things 
like that. 
Pipeline Management (Planned to be done) 
Because they've been so small, they've always chased the next 
opportunity where the dollars are.  They haven't necessarily had to 
look backwards and reflect on how that could potentially impact their 
forward growth 
Minimal user of Sales Cloud 
Salesforce actually is, as a SaaS solution, overly complicated and not 
well designed – the user interface and things like that.   It’s – so it’s a 
bit hard to use and then because it’s so much available to you, if 
someone doesn’t, say, just use it to do these use cases, it’s a bit hard 
to just fumble around and work it out 
SaaSu Accounting I’ve got my own SaaS solutions, BRE Workbench.  Confluence, 
Salesforce, SaaSu, Quick Timesheets – oh, Ganttic which is a project Confluence Team Collaboration 
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JIRA Issues Tracking management tool – so resource scheduling, project scheduling tool. 
Quick Timesheets Timesheet entry 
Ganttic Project Management 
New Relic Infrastructure Monitoring 
we use some other SaaS tools to monitor our SaaS infrastructure.  So, 
for example, there’s this set of tools called New Relic 
Expensify Expenses Tracking We use Expensify 
Tripit Trips Planning We use Tripit 
SaaS Benefits Strategic  NONE NONE 
Informational Accounts History 
So it’s a good way to create a common space where we’ve got good 
customer and account history that isn’t dependent on someone’s own 
email or having created documentation.  
Transactional 
Operating efficiencies with  SaaS tools 
 I don’t have to take my laptop home if I want to work from home.  I 
just go to any computer and I can open my email, I can get access to 
all the files, I can get access to any – as the CEO, anything I need to 
know about the company, I could get access to on a computer with an 
internet connection.... And it’s just a very liberating thing, quite 
frankly.  It’s very cool 
Employee mobility 
Absolutely it's important to employ mobility since we have clients all 
around Australia and around the world.  I'd say it's about a seven, 
ease of accessibility, yes, and I'd say it's probably an eight. 
Cost efficiencies 
And a lot of the tools are very cheap as well. 
more so around some of the increase overall efficiencies we do using 
Atlassians Confluence manage issues there.  And so it's helped us 
achieve our Strategic orientation faster. 
 
C.4.5: Optimise’s IS Capabilities Data 
No. IS 
Capability 
Underlying Tasks   Tasks Demonstrated by SME   Data Quotes 
1 Leadership/ 
Governance  
 Devises organisational 
arrangements – Structure, 
 Hiring a digital marketing 
expert to enhance the 
“And our lead management use of it will grow.  We haven’t had a 
dedicated marketing function in BRE up until about 2 months ago when I 
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(HIGH) 
 
processes and staffing (Feeny and 
Willcocks 1998a) 
 Integrates efforts with business 
purpose and activity (Feeny and 
Willcocks 1998a) 
 Influences the overall business 
perception IT’s role and establishes 
a strong relationship  at the 
executive level   
 Ensures  IT function delivers value 
for  money(Willcocks et al. 2006) 
 
marketing related tasks 
 Marketing Manager’s focus 
on the ROI on Salesforce 
investments 
 Recognising the need to use 
the Salesforce features for 
the growth of the firm 
recruited someone and she’s now working on our Salesforce 
implementation and how we use it better for lead nurturing campaigns and 
things like that. “ – CEO” 
“.  And now that's its own package.  And so we'd have to upgrade.  And so 
they're obviously trying to monetize more.  But the challenge that we have 
probably is that we don't use Salesforce as well as we should.” – 
Marketing Manager 
“….  But us being a small organisation and not having necessarily a lot of 
funds to be spending on this, we need to try and drive some of it from the 
inside 'cause the best way for me to put it.. I think I'm going to have to have 
another discussion but at a higher level to discuss that I think the return on 
investment on Salesforce at the moment it's just a contact management tool.  
It's not, there's just so much more to it, especially considering that they 
want to grow this organisation.  And we have a finite number of resources 
available to manage those contacts.  So we need to be much more smart 
and accurate” – Marketing Manager 
2 Business 
Systems 
Thinking 
(HIGH) 
 Understands connections and  
interdependencies in business 
activity (Feeny and Willcocks 
1998a) (yes) 
 Contributes to problem solving, 
process reengineering activities  
(no) (Willcocks et al. 2006) 
 Ensuring IS/IT capabilities are 
envisioned in every business 
process  (no) 
 Ensuring SaaS capabilities 
are used for monitoring 
hosted server environment 
 Keeping track of account 
histories and opportunities 
“So I’m using a SaaS tool, called New Relic, to monitor my hosted 
environment and it’s telling me CPU usage, load average, it will send SMS 
alerts to my IT people and email people if there’s any outage” 
“we have, you know, how we use Salesforce.com, sort of thing, documented 
in Confluence but you can see we do it for contacts, a bit of leads, meetings 
and phone call notes, opportunities and then synchronising contacts. - 
CEO 
“we also use Confluence as well to manage chat.  So if we need to make 
sure it's documented.  And then we also using Atlassians Jira product, 
which is more for the developers to manage issues, and bugs and things 
like that for tracking.” – Marketing Manager 
3 Relationship 
Building 
(NO) 
 Gets the business constructively 
engaged in operational IS issues 
(Feeny and Willcocks 1998a) 
 Developing users understanding of 
IT potential 
 Helping  users and IT specialists 
work together 
 Ensures Users ownership and 
satisfaction 
 Business user maintains the 
SaaS application. Hence this 
is not applicable and treated 
as not evidenced. 
 Not Evidenced 
4. Architecture 
Planning 
(LOW) 
 Creating a coherent blue print for a 
technical platform that responds to 
current and future business needs 
 Using SaaS platform for core 
and support tasks 
 
“we use Salesforce.com, sort of thing, documented in Confluence but you 
can see we do it for contacts, a bit of leads, meetings and phone call notes, 
opportunities and then synchronising contacts” 
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 Anticipates the technology trends 
to allow for firm to operate in 
effective and efficient platform 
5 Making 
Technology 
Work (Low) 
 Trouble-shoots problems rapidly 
which are being disowned by 
others across the technical supply 
chain 
 Address business needs which 
cannot be properly satisfied by 
standard technical approaches 
 Short-term oriented and pragmatic 
 Marketing Manager trying to 
address the data quality issue 
with part time person for data 
scrubbing 
“we need to try and drive some of it from the inside 'cause the best way for 
me to put it, I think, you know, I'm pushing our part-time person to so some 
of that data scrubbing” 
6 Informed 
Buying 
(HIGH) 
 Manages IS sourcing strategy 
(Feeny and Willcocks 1998a) 
 Analyses the external market for 
IS/IT services 
 leading the tendering, contracting, 
and service management processes 
 Social Media integration 
with Salesforce upgrade 
purchase  
 The data significance of 
SaaS is treated as an 
important criteria for 
choosing the SaaS vendor 
 
A lot of their social media integration was part of the existing package we 
had currently subscribed to.  But, because they had just done a, they did a 
purchase of one of the big social media monitoring teams.  And now that's 
its own package.  And so we'd have to upgrade.  And so they're obviously 
trying to monetise more.  But the challenge that we have probably is that 
we don't use Salesforce as well as we should.- Marketing Manager 
I’m going to be putting all my organisational, critical data on your 
systems, I want to make sure you’re not a fly by night company and we get 
this as a provider, where people say, “Oh, you’re only a small company 
and what are you doing with my data and what if you fall over?”  It’s not 
the like the good old days.  There is SaaS Escrow but people used to feel 
more comfortable with a small provider because you go put your software 
in Escrow and actually it’s hosted on our computers anyway so if you’re 
not here, I know it at least still works tomorrow, you know, if you don’t pay 
your hosting bill.  So I think when we were choosing Salesforce, it was 
probably a similar thing; it’s a known quantity, - CEO 
7 Contract 
Facilitation 
(HIGH) 
 Ensuring the success of existing 
contracts 
 Ensures problems and issues are 
resolved fairly within the long term 
relationships 
 Keeping the contracts short 
term in this SME 
“So if it is only a month-by-month subscription and getting your data in 
and out of it if you want to switch to a new solution is easy, then your 
commitment level in making that decision isn’t very high.  But if you’re 
going to put miles of your data in there, like a Google Drive or a 
Salesforce, then your decision is slower and more considered.   
 
8 Contract 
Monitoring 
 
 Protecting business contractual 
position current and future 
 Holding suppliers accountable  
 Developing performance standards 
of the services 
 No Evidence 
 
  
9 Vendor  Identifying potential added value  No Evidence  
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Development 
(NO) 
of SaaS suppliers 
 Creates win-win situations for both 
vendor and business 
 
10 Benefits 
Management 
(High) 
 Benefits Planning 
 Benefits Delivery (Cragg et al. 
2011; Peppard and Ward 2004) 
 With the new marketing 
manager the activities  are 
mostly related to benefits 
planning stage. 
 Marketing Manager actions 
on integration of Google 
analytics  with Salesforce 
 Benefits are mostly realised 
by business development side 
of the firm 
“with how we’re going to use it moving forward and I’ll probably look to 
have my marketing manager drive some of that, in terms of how we use it 
better. “ – CEO 
 “And then there's also just the broader sort of sales team using it to 
manage their communications a lot more effectively” – Marketing manager 
on improving communications 
“So using things like Google analytics on our website, making sure that we 
have appropriate tracking on our Google ad words, all of our campaign.  
So, if we are sending out an email to potential customers or something, I 
want to ensure that we have appropriate tracking to look at the 
performance of that and make sure then that is also tied into Salesforce.  
So that's what I'm working on right now is getting all of that cleaned up” 
“I think the value at the moment it's very much dominated by the business 
development side” – Marketing Manager on the current value realised 
11 Managing 
Change 
(LOW) 
 Making the business and 
organisation changes required to 
maximise benefits (Peppard and 
Ward 2004) 
 CEO admitting that they are 
not maximising the benefits 
from Sales Cloud 
“We just kind of ignore it at the moment because we don’t use it in a very 
sophisticated way so we haven’t worried too much about that in the way 
that we use it.” – CEO 
“From a sales point of view and all the managing of contacts and 
opportunities, we don’t do a lot of lead management in it because we don’t 
do a lot of automated lead generation, although we’re changing that.” – 
CEO 
12 Project 
Management 
(NO) 
 Managing project scope, time cost 
and schedule with inter disciplinary 
teams(Cragg et al. 2011) 
 Though CFO selected the tool 
Ganttic,  no data was gathered 
from CFO as he was not 
available for interviews 
 No data gathered from CFO 
 
13 Information 
Management 
(HIGH) 
 Ability to a) Provide data and 
information to users with 
appropriate levels of accuracy, 
timeliness, reliability, b) Provide 
connectivity with accessibility 
with reach and range, and c) 
tailor the infrastructure to 
address the changing business 
needs (Mithas et al. 2011) 
 Providing connectivity and 
accessibility to finance team 
for leverage the Salesforce 
data for managing their cash 
flow. 
 Marketing Manager 
recognising the information 
needs based on the growth-
based changes in the firm 
 Information availability for 
“But there's obviously a major opportunity also to include the CFO and 
our accountant in the system because they don't have licences at the 
moment.  So they should be understanding what data's in there because 
that can help them manage their cash flow” – Marketing Manager 
“I almost attributed it to the cultural evolution of the organisation 
growing.  We're bringing in more people now from the outside.  And we're 
expecting them to run very quickly.  And they can't do that if we don't 
provide them information.  And, since people are travelling quite often, if 
you can't talk to them, you're sort of, you've got a major knowledge gap.”- 
Marketing Manager 
“And now I basically, it doesn't matter what computer I'm on, I can log in 
with my information.  So if I'm at home and I've forgotten my computer, I 
can still get work done.  I find it quite, I think the consumption of SaaS 
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Marketing Manager tools is where things are shifting quite a bit 
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C5: CM-Software Data Tables 
C.5.1: CM-Software Sourcing Data 
No. SaaS Activity Participant Comments Observations 
1. Service 
Specifications 
The firm is using Salesforce for 8 years. There were no 
formal specifications related to their SaaS requirements.  
But the Director indicated that  
“We can operate like a big company because there's no 
difference between us and the big boys who are running 
Salesforce, no difference.  It's just we've got fewer heads.  
We do the same stuff as large enterprises”  
Informal nature 
of  small firm 
decision making 
2. Vendor 
Selection 
“List everything, prioritise.  So things like 
multicurrency were important for us.” - Director 
Accounting 
SaaS function 
was selected 
based on 
evaluation 
3. Contracts  “I could pay $180 for my Salesforce license and then 
I want document generation.  Salesforce is very good 
at reporting.  But I want that document that I can 
print out with the contract.  So then I have to go to 
conga.  And I have to pay another $250 per year per 
user.  Okay, yes, there's value, yes, because I've got 
all these documents.  Yes, there's value in that.  But 
then I want to go and add an email provider.  I want 
to add this.  And suddenly you start adding up all 
these perceived costs across your whole platform and 
you suddenly go "Whoa, all the little bits start to 
really."  
MD explained 
how SaaS and 
add on 
applications can 
increase the 
overall costs of 
SaaS 
subscriptions. 
4 Implementation “we've basically over the years extended Salesforce out so 
actually our entire business runs on it.” – MD 
“And our partners, our contractors, can't see a contract 
object 'cause it’s limited internally.  So why don't I just 
make it a custom object and then I can do what I want with 
it?”  - Customisation need by MD 
“definitely an advantage of the platform is that you can get 
in there and make changes without delving too deep 
technically.” – Customer Support Manager 
This firm has 
heavily 
customised  and 
extended 
Salesforce SaaS 
to align with 
their specific 
needs 
5.  SaaS 
Measurements 
There were no formal SLA or quality measures 
evidenced in this firm.  
 
 
C.5.2: CM-Software Benefit-Ratings Data  
No. SaaS Benefits SME 
Rating 
Benefit 
Type 
1 Total cost of ownership 7 Business 
2 Speed of deployment 10 Technology 
3 Reliability 10 Technology 
4 Optimised utilisation of tech resources 8 Business 
5 Regular updates 10 Technology 
6 Risk mitigation against software updates 8 Technology 
7 Making individual more productive 10 Business 
8 Facilitating collaboration 6 Business 
9 Mining insights from data 8 Business 
10 Employee mobility 10 Business 
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11 7*24 availability 10 Technology 
12 Ease of accessibility 5 Technology 
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  C.5.3: CM-Software SaaS Changes Data 
Type of Change Description Data Quotes 
Business 
Information retrieval processes 
But with Salesforce I find that just being able to go and do reports out of any 
data set as opposed to the traditional approach of having either a developer or 
user go and extract that direct from a database and then try and correlate that 
with the next option, I suppose it takes that process out,  
Tracking support activities 
he dashboards in Salesforce give you that strong reporting environment to go 
and do some basic analytics on your cases to sort of see how either individual 
staff’s tracking or the company’s tracking as a whole 
Customer support operations 
we say we run our support desks on Salesforce, so all our customer support is 
through there, you know, it's 360 view of the client, right from billing, payment, 
contracts, everything going on. 
Capturing leads  
if a client mentions "Yeah, I'd be interested in doing something next year" put it 
in.  Just put it in.  Or just create a contract.  We can always clean it up later.  
Once it's in, it doesn't get forgotten. 
Technology 
Customisation to integrate with Xero and 
JIRA 
we did a piece obviously integrated into another SaaS platform Zero, to help us 
do our accounting.  Another piece was basically some exchange between Jira 
and Salesforce again 
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C.5.4: CM-Software SaaS Use-Benefits Data 
Leveraging 
Dimension 
Application/ 
Type 
Observations Interview Data Quotes 
Using SaaS 
(Applications) 
Sales Cloud 
Opportunity Management 
Any opportunity that we talk with an existing client or new clients, it goes in as 
opportunities.  Those get tracked through on the sales site through the cycle.  
We just keep our percentages- MD 
Contracts Generation 
So it does all our contract management, support management, delivery support 
invoicing – MD 
Leads Capturing So we use obviously the entire leads process in Salesforce 
License Keys Delivery 
They put the installation key in.  They put their invoice number.  They get a 
licence key out.  And that's all happening at Salesforce.  
Management Tracking 
“so they’ve got to go through stages like installing it and registering it, and 
that captures some basic analytics on what product they’ve obviously 
purchased, what system they’ve installed it on just in terms of unique identifier, 
and then, yeah, from there it gives us enough information to know how a 
customer’s using the product.” – Customer Support Manager 
Service Cloud 
Case Management 
And, against that contract, we then go and do work.  And we do work to the 
case management system.  And that's how we'll assign stuff. 
Support invoicing 
“We have a time sheeting system we've built which actually books time to the 
contracts.  The contracts get invoiced.  We built up an invoicing object.  So we 
build our invoices and spit out invoices, which either go to Zero.”- MD 
Customer Services and tracking 
“Service is purely focused on service.. Service makes the customers tracking 
all the service calls and everything after selling these or tracking ok, how I 
service the customer in the lifecycle of the customer” -. 
Xero Accounting 
we did a piece obviously integrated into another SaaS platform Zero, to help us 
do our accounting. 
JIRA Project Management  we also use third party operational software called Jira 
Vzaar Video Streaming whole lot of other services like VZAAR for video streaming 
Google Apps Global collaboration and storage “We use GoogleDocs.  It's all in Salesforce, Google apps.” 
CongoMerge Sales Cloud add-on for document creation so we use CongoMerge. 
Benefits Strategic Improved customer experience 
mainly training staff as opposed to getting them onto a system that maps the 
business process, obviously that’s a big advantage in terms of actually seeing 
the take up of that business processes, ensuring that these are being followed 
each time, especially in businesses where that business process is critical to 
serving the customer experience. 
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Brand Image for Large Customers 
 from the outside looking in, when we say we run on Salesforce, it makes us 
look good.  It does, because what it shows is you actually do have some 
internal systems.  And it's a bit like SAP.  I mean, you know, if you're running 
on SAP you must be of a certain calibre, right.  Salesforce is kind of the new 
SAP.  That's kind of how I see it. 
Holistic view and branding with customers 
 it's 360 view of the client, right from billing, payment, contracts, everything 
going on.  We get the holistic view.  Our customers like that 
Informational 
Support process effectiveness 
the dashboards in Salesforce give you that strong reporting environment to go 
and do some basic analytics on your cases to sort of see how either individual 
staff’s tracking or the company’s tracking as a whole 
Information Retention 
So the great thing about Salesforce is that once something's in Salesforce it 
never gets forgotten.  So we just say to people, it doesn't matter if information's 
incomplete.  Just get it in."  
Availability and Accessibility 
I know that our accessibility and availability of all our data is way higher on 
Google Docs, Salesforce and Zero than if we had some server running in the 
corner that we had to upgrade, patch and fix and repair 
Business intelligence 
I suppose in terms of business intelligence you could go very deep in terms of 
research and drawing on the analytics you’ve got on your company 
Transactional 
Global collaboration efficiencies 
 I mean the other thing is the collaboration, obviously as a distributor team 
ourselves, the collaboration on the SaaS platform is essential, that’s why we 
use a lot of online project management and case management tools, so 
everyone’s aware of what’s going on and you can go and look that up 
Operational cost savings 
I think the key thing for us, and we've worked in this area for a long time in 
virtual working, we have no rent.  So, yes, this is a co-working environment 
we're sitting in.  This costs $250 a month.  It costs nothing.  So we have no 
overheads.  Salesforce is our office. 
 
C.5.5: CM-Software IS Capabilities Data 
No. IS Capability Underlying Activities  Tasks Demonstrated by SME   Data Quotes 
1 IS Leadership/ 
Governance   
 
 Devises organisational 
arrangements – Structure, 
processes and staffing (Feeny 
and Willcocks 1998a) 
 Integrates efforts with 
 Taking Salesforce to address 
their Sales process needs 
 Setting up the structure for a 
partnership portal based objects 
sharing community  
 
“We are not sales people. .  We're technical people.  So when we 
drop Salesforce in, we just took the sales cycle, leads, opportunities 
and that and said "Well, if Salesforce think that that's the way it 
should be done, we'll just do it that way." –MD  
 360  
business purpose and activity 
(Feeny and Willcocks 1998a) 
 Influences the overall 
business perception IT’s role  
Establishes a strong business 
IT relationships at the 
executive level   
 Ensures  IT function delivers 
value for  money(Willcocks et 
al. 2006) 
 
 Envisioning Salesforce as their 
office for a small company 
which has a virtual workforce 
distributed across the world. 
“we have spoken about opening up Salesforce-type contractors 
which I think we can do, particularly now with the new communities.  
They have customer communities and partner communities and it 
allows you to create like a partner, you can create a partner portal.  
And I think the licence is about $600 a year.  And that gives the 
partners access to those objects we need, or they need.  So I think 
that whole sharing model is very interesting” – MD 
“we've worked in this area for a long time in virtual working, we 
have no rent.  So, yes, this is a co-working environment we're sitting 
in.  This costs $250 a month.  It costs nothing.  So we have no 
overheads.  Salesforce is our office” 
2 Business 
Systems 
Thinking 
 Understands connections and  
interdependencies in business 
activity (Feeny and Willcocks 
1998a) 
 
 Contributes to problem 
solving, process reengineering 
activities  (Willcocks et al. 
2006) 
 
 Ensuring IS/IT capabilities 
are envisioned in every 
business process  
 Solving the timesheet entry 
problem issue with globally 
distributed employees 
 MD’s decision between 
building their own function 
versus using Salesforce offered 
function 
 Integrating the financial 
transactions are flowing 
between Salesforce and Zero  
applications 
“one of the biggest things that we, the next biggest project we want 
to do internally is around time capturing and time sheeting, which is 
always a painful thing and difficult.  But it is important.  And I'm 
looking at integrating with another service like GetHarvest for time 
sheeting. – MD 
“So why am I paying these application fees for CRM when I can take 
a cheaper thing and build it myself.  Salesforce is good that it gives 
you that choice.  You do have choice.” 
“So we push it out to Zero.  We shoot it up from Zero.  Yeah, and so 
that's at a high level process.  So it does all our contract 
management, support management, delivery support invoicing” 
3 Relationship 
Building  
 Gets the business 
constructively engaged in 
operational IS issues (Feeny 
and Willcocks 1998a)\ 
 Developing users 
understanding of IT potential 
 Helping  users and IT 
specialists work together 
 Ensures Users ownership and 
satisfaction 
 Not relevant as all IT sourced 
with SaaS 
 No Evidence 
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4. Architecture 
Planning  
 Creating a coherent blue print 
for a technical platform that 
responds to current and future 
business needs 
 Anticipates the technology 
trends to allow for firm to 
operate in effective and 
efficient platform 
 Choosing SaaS as the 
platform of choice 
 
“Everything we do is SaaS.  We're 100% cloud-based company.  And 
we're an IT company.  We know how hard it is to run IT 
infrastructure.  The last thing we want to do is be running our own 
systems honestly” - MD 
5 Making 
Technology 
Work  
 Trouble-shoots problems 
rapidly which are being 
disowned by others across the 
technical supply chain 
 Address business needs which 
cannot be properly satisfied 
by standard technical 
approaches 
 Short-term oriented and 
pragmatic 
 Developing their own contract 
module to overcome Salesforce 
restrictions. 
 Customised extension of 
Salesforce to address end to end 
support process needs 
 
" So, for example, we used the contract object.  And that's a severe 
limitation of our business.  So there's an example where we're in 
severe pain.  The principle of the object is correct but the way it's 
restricted because of the licencing is wrong.  So we're just going to 
build our own” MD 
“we've basically over the years extended Salesforce out so actually 
our entire business runs on it.” – MD 
6 Informed 
Buying  
 Manages IS sourcing strategy 
(Feeny and Willcocks 1998a) 
 Analyses the external market 
for IS/IT services 
 leading the tendering, 
contracting, and service 
management processes 
 Using a combination platform 
development and SaaS function 
to Optimise the overall costs 
 Using SaaS platform strategy 
for all application needs. 
“go for the Force.com platform licence.  A single light is $10 a 
month.  It's a Force.com platform licence and it costs $10 a month.  
That's instead of $35 a month.  We're talking low level stuff, right, 
'cause all you've got there is a contact manager.” – MD 
“Salesforce are very good in terms of their development model.  If 
you want a platform account, what you have to do, you actually have 
to buy one licence at $180.  And then you can buy platform accounts 
at $10, or $25 or $85 as the platform enterprise app, unlimited 
customer objects, tabs, things like that.  But you get accounts and 
contacts.  You get all the workloads, APIs reporting”- MD 
7 Contract 
Facilitation  
 Ensuring the success of 
existing contracts 
 Ensures problems and issues 
are resolved fairly within the 
long term relationships 
 Using Salesforce for 8 years 
and both sales cloud and 
service cloud offerings 
"we're all paying, we're on the enterprise edition.  We're on the 
sales, we're on the service Cloud.” - MD 
8 Contract 
Monitoring  
 Protecting business 
contractual position current 
 Making sure that they get the 
recent upgrades related features 
“Mainly if we need additional user licences or just when new 
releases come along, just want to find out about a bit more detail 
about certain things, features or changing configurations and how 
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and future 
 Holding suppliers accountable  
 Developing performance 
standards of the services 
by buying new subscriptions 
 MD is working out the possible 
ways to reduce the cost by 
buying only the functions that 
the firm needs 
these things work.  That's probably the biggest trigger” – MD 
“.  And I honestly believe we could reduce our licencing cost by 
$500/$600 a month, so five, six grand.” 
9 Vendor 
Development   
 Identifying potential added 
value of SaaS suppliers 
 Creates win-win situations for 
both vendor and business 
 No Evidence No evidence of working with vendor for mutual benefits 
10 Benefits 
Management  
 Benefits Planning 
 Benefits Delivery(Cragg et al. 
2011; Peppard and Ward 
2004) 
 Raising the  image of the 
company with their fortune 100 
customers, 
 Use of Salesforce as their office 
for globally distributed 8 
employees 
 Explains how Salesforce SME 
can get a CRM to solve a 
related problem. 
“Raise our image, yeah, definitely.” - MD 
“I think the key thing for us, and we've worked in this area for a long 
time in virtual working, we have no rent. .  It costs nothing.  So we 
have no overheads.  Salesforce is our office” - MD 
“there's a big opportunity for the SME industry is that they're not, 
they don't have, they're not using Salesforce necessarily because they 
want CRM but because they've got another business problem they're 
trying to solve and they will get CRM – MD 
11 Managing 
Change  
 Making the business and 
organisation changes required 
to maximise benefits (Peppard 
and Ward 2004) 
  No Evidence  
12 Project 
Management  
 Managing project scope, time 
cost and schedule with inter 
disciplinary teams(Cragg et 
al. 2011) 
 Managing customer project 
scope increases with JIRA to 
co-ordinate support through 
globally distributed workforce. 
“I mean obviously as a small company, we operate globally, we 
work in with remote resources as well as our local team, so yeah, 
Jira a great project tool to go and manage.  We basically go from 
Salesforce to JIRA when the scope of a project increases, and we 
capture our detail by JIRA applications.” – CSM 
13 Information 
Management  
 Ability to a) Provide data and 
information to users with 
appropriate levels of 
accuracy, timeliness, 
reliability  
 b) Provide connectivity with 
accessibility with reach and 
range and  
 Timely information tracking 
of support tracking activity 
 Use of Jira information for 
managing the globally 
distributed teams 
 Capturing potential 
opportunities from the 
existing customers through 
“So a lot of that’s around obviously e-mail tracking, so using the 
tokens in Salesforce to go in, forward through our e-mail 
communications, generally that’s how it would start.  Whether that’s 
from a lead or support case, that’s how we get the data primarily 
into the Salesforce.  The other way is we utilise web to lead forms, so 
obviously open up some online gateways for our datas to go and self-
service their request by submitting support tickets.” CSM 
“we work in with remote resources as well as our local team, so 
yeah, Jira a great project tool to go and manage.  We basically go 
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 c) tailor the infrastructure to 
address the changing business 
needs (Mithas et al. 2011) 
Salesforce to leverage the 
information retention 
capability 
from Salesforce to JIRA when the scope of a project increases, and 
we capture our detail by JIRA applications. – CSM 
“So the great thing about Salesforce is that once something's in 
Salesforce it never gets forgotten.  So we just say to people, it 
doesn't matter if information's incomplete.  Just get it in."  So if you 
heard that somebody might be interested in something, or a bit more 
than that, if a client mentions "Yeah, I'd be interested in doing 
something next year" put it in.  Just put it in.  Or just create a 
contract.  We can always clean it up later.  Once it's in, it doesn't get 
forgotten” – MD 
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C6: Retail POS Data Tables 
C.6.1: Retail POS Sourcing Data 
No. SaaS Activity COO/CSM comments Observations 
1. Service 
Specifications 
” we’d say okay we want to do this, and they’d say okay it’s 
going to take us, get a full quote you know, full spec of 
what needs to be done and they’d come back and say okay 
it’s going to cost x amount and I think we purchased, we 
pre-purchased credits or something, you know, so many 
hours of support or training or whatever.  And then they 
would come in and they were consulting, and they’d come 
in and find what we wanted done, quote on it and we’d say 
okay go and do it and then they’d go and develop it” – 
COO 
Configuration 
and 
customisation 
needs of SaaS 
adoption (Arya 
et al. 2010) 
SaaS 
customisation 
specifications 
2. Vendor 
Selection 
 “it’s probably the people that were involved in sales.  
So they probably used it at previous companies and 
they thought well that’s a good tool to use.  And then 
I think one of the other drivers is the fact that there 
are other applications available….. If you want good 
customer relationship management, so they probably 
looked at both and thought well you know Salesforce 
is the one that I think the sales staff involved.  Like I 
know two of the people are still here that started out 
and they would’ve used Salesforce elsewhere, and 
that probably drove their decision to use Salesforce.” 
“Scott would’ve done that, Scott, Chief Technical 
Officer.  So you know he would’ve done the 
assessments and decided we’re going to use this or 
not use it…..So he would’ve made the decision to go 
with Atlassian and use Basecamp”. 
“I’m actually in the process at the moment of 
evaluating various survey tools, third party tools.  
I’ve been excited and disappointed by the various 
options out there.  Also let down by some of the free 
and different things that they offer.  Yeah so we’re 
actually looking to implement customer satisfaction 
surveys to you know really get an understanding 
about how our customers feel about our products, 
our services and what I have been doing in the 
evaluation process is really just looking at the 
different tools and seeing what they can give us, how 
trackable is the data, how easy is the experience for 
our customers, cost certainly is a factor.  When 
there’s a marketplace that offers this many free 
applications and this many paid, most people if not 
all are going to look at the free ones first, so you 
know that’s a part of the process… and yeah, the 
most important thing really that comes from any 
survey tool is what is the data that I get from it.  The 
reporting that I get from it at the end” 
experience in 
using the 
software 
CTO involved 
in the evaluation 
process for 
niche SaaS 
selections 
 
 
 
Evaluation 
processes by the 
support manager 
 
Business 
Systems 
Thinking 
3. Contracts  “I don’t think it’s just an annual subscription 
because I do see it come up more frequently.” 
Frequent 
renewals 
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4 Implementation “Kristy, who’s left, actually was in contact with them.  So 
they had a lot of contact.  Sometimes she’d actually get 
them in, like if there was, if one of our staff didn’t have the 
time or there was something more experienced that we 
needed, some development done, we did have someone that 
came in and did some work for us” - COO 
“Two people have a lot of expertise in how to create 
templates, so we use Conga templates.  So probably find 
that two of them have got the experience in creating pages 
and creating you know creating whatever documents we 
want” – COO 
Use of 
Salesforce 
consultants for 
customisation, 
User 
configuration of 
custom reports 
and SaaS 
extensions 
5.  SaaS 
Measurements 
“Salesforce keeps developing additional modules, 
additional functionality and everything you’ve got to buy.  
You’ve got to buy this module, got to buy this license.  It is 
expensive, you know.  It is expensive from that point of 
view, so that’s probably an issue for us you know…. 
everyone’s got the right licenses that they need but yeah 
there’s the licensing issue” - COO 
“Yes they’re very responsive, yep responsive.  They do 
provide support when you need it” - CSM 
“I found that with other areas that I’ve investigated 
previously.  It’s everything that you would look at in the 
marketplace, any time you’re going to the marketplace 
Salesforce will have an option, a solution, but in my 
experience – which is limited in terms of looking elsewhere 
for integration,” – CSM 
Additional user 
licenses for 
extra 
functionalities is 
declared as 
issue of 
increasing costs 
of using 
Salesforce SaaS 
Salesforce is 
defined as  
responsive 
vendor to 
address issues 
 
C.6.2: Retail POS Benefits Rating Data 
No. SaaS Benefits 
SME 
Rating 
Benefit 
Type 
1 Total cost of ownership 10 Business 
2 Speed of deployment 9 Technology 
3 Reliability 10 Technology 
4 Optimised utilisation of tech resources 6 Business 
5 Regular updates 0 Technology 
6 Risk mitigation against software updates 10 Technology 
7 Making individual more productive 9 Business 
8 Facilitating collaboration 9 Business 
9 Mining insights from data 7 Business 
10 Employee mobility 8 Business 
11 7*24 availability 10 Technology 
12 Ease of accessibility 8 Technology 
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C.6.3: Retail POS SaaS Changes Data 
Type of Change Description Interview Data Quotes 
Business 
Support metrics reporting 
So we didn’t have the dashboards but a little while back we decided okay we want to do 
the dashboards, so we created the dashboards.   
Support price increase 
we’ve never given an increase in 10 years, we’re going to increase the support.  So this 
whole little exercise here, all is with the SPR support price increase – all that was just 
developed probably within a month or something, they went and put you know the fields 
stuff, the new support price, what the monthly increase is, the amount that they’re 
underpaying, if they’re exempt from increase.  You know the reason for the exemption 
Information tracking of growing 
product lines 
Probably as our needs grew, so it was just like organic growth like we decided we now 
want to start managing projects, we want to record like you know, now we start selling 
handhelds and record information about the handhelds.  So it’s slowly, you know as you 
have more requirements so you start developing extra so it grows and grows 
Automated Customer 
Communications for web-based 
queries 
I was going to go into Google Docs just to get to my Google mail and I can show you an 
email that comes through from Salesforce.  So it’s generated through Salesforce.  So 
someone goes on the web and they say okay I’m interested in your product, I’m looking 
for one POS terminal, I’m looking for one printer.....But then it automatically sends an 
email and it tells you thank you for your interest, it has the product information. 
Operating margins management 
I can check our margins, like what margins we’re doing.  So we might decide to increase 
the costs or we monitor what our costs are, like what we’ve bought the products for and 
what we’ve sold them for.  
Technology 
Extended customisation to 
support end to end operations 
So that’s where we identify the debtors and things.  We use Zero as well, but it starts off 
in Salesforce because we trade the client, the prospects manage the prospects create the 
clients, you know Direct customers, resellers, whatever. We manage them all through 
Salesforce, yeah so everything revolves around Salesforce. 
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C.6.4: Retail POS Use-Benefits Data  
Leveraging 
Dimension 
Application/ 
Type 
Observations Interview Data Quotes 
 SaaS 
Applications 
In use 
Sales Cloud 
Sales We manage all our sales through Salesforce. 
Customer Support 
We manage our entire support disk, so we raise cases, everything, the whole support, 
everything to do with support.   
Operations 
So our sales staff use Salesforce.  operations uses it, practice management.  The other 
ones who don’t use it is IT 
Customer Purchase Order 
generation 
There’s project acceptance document that we can put the purchase order.  So if they’ve 
got closed one I’ll go in and hit the purchase order button, it creates all these… it creates 
the purchase orders there 
Payments tracking 
any payments that come in so we can look here and see you know can we issue a licence, 
have they paid the deposit, have they made further payments, you know you can see 
what the next payment amount is, what their payment methods are. 
Project Management 
So we do the whole project management in here, right through to when everything’s 
been installed, all the training’s been done, they’ve been handed over to support. 
Price book and supplier 
information 
I do new products, like now with the handhelds, we’ve changed from one supplier to 
Honeywells so I’d have to go and set up that product in the price book. 
Zero Accounting Process we use Zero as well, but it starts off in Salesforce  
Congo Merge 
Invoices, Purchase order 
customisations 
two people have a lot of expertise in how to create templates, so we use Conga templates 
Basecamp IT project management we use Basecamp 
Google Hang Outs Inter-office communications   
Skype Inter office meetings process   
Google Docs 
Help documents sharing with 
customers 
  
Benefits Strategic 7*24 customer responsiveness 
then it automatically sends an email and it tells you thank you for your interest, it has the 
product information 
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Growth of product lines 
t was just like organic growth like we decided we now want to start managing projects, 
we want to record like you know, now we start selling handhelds and record information 
about the handhelds.  So it’s slowly, you know as you have more requirements so you 
start developing extra so it grows and grows 
Informational 
Customer service effectiveness 
Support use it the most because the client rings, they automatically go into Salesforce, 
they’re going to have a look because of that dial-in to a client site and you know see 
what’s wrong or something.  They need to find out which printer, you know which 
terminal, which terminal are they logging into.  They need to look at the log-in details, 
you know what the log-in details 
Optimisation support service 
delivery  
 get an email every morning that’s got a lot more information than that, that’s just a little 
bit of it.  But that’s what we get every day so it tells you know priority one and two cases 
for the past SLA, but then there’s another one that’s priority three and four for the past 
SLA.   
Transactional 
Management control of 
operations 
for someone has gone out and done implementation they’ve got to get a licence key for it 
to work properly, and they don’t get that licence key until clients pay, you know sign the 
support maintenance direct debit, pay the full outstanding payment.  And they’ve updated 
Salesforce.  So they haven’t gone and put all the clients you know the address details, 
gone and put all the IP addresses and the terminal names that are allocated and 
usernames, passwords, all that kind of stuff.  If the information isn’t complete, that client 
doesn’t get a licence 
Contract workflow efficiencies 
I can either copy, carbon copy or I can blind carbon copy the particular installer that’s 
going to go and do the installation.  So he knows I’ve ordered that hardware and he can 
expect it’s going to be arriving in the office.  So it sends him a copy as well. 
Increasing support margins 
So some clients have been on $70 per EFTPOS terminal, others have been paying $49 
follows $42.50 or something like that.  So the other day we decided we’re going to get 
everybody, yeah we need to increase our support maintenance for current revenue we’re 
losing out on.  So we thought well we’ve never given an increase in 10 years, we’re 
going to increase the support.  So this whole little exercise here, all is with the SPR 
support price increase – all that was just developed probably within a month or 
something, they went and put you know the fields stuff, the new support price, what the 
monthly increase is, the amount that they’re underpaying, if they’re exempt from 
increase.  You know the reason for the exemption, all that kind of stuff.  So anything to 
do with increase, so this was a recent development so that’s something different. 
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C.6.5: Retail POS IS Capabilities Data    
No. IS Capability Underlying Activities  Tasks Demonstrated by SME   Data Quotes 
1 IS 
Leadership/ 
Governance  
 
 Devises organisational 
arrangements – Structure, 
processes and staffing (Feeny 
and Willcocks 1998a) 
 Integrates efforts with business 
purpose and activity (Feeny and 
Willcocks 1998a) 
 Influences the overall business 
perception IT’s role   
 Establishes a strong business IT 
relationships at the executive 
level   
 Ensures  IT function delivers 
value for  money(Willcocks et al. 
2006) 
 
 CTO is involved in the 
purchase decisions to ensure IT 
delivers value for money 
 The support price increase 
project after 10 years based on  
integrated information 
maintained in Sales Cloud 
 Managing the margins through 
Salesforce use to ensure 
customer service activities are 
profitable 
“Scott, Chief Technical Officer. So you know he would’ve done the 
assessments and decided we’re going to use this or not use it.”…” 
So he would’ve made the decision to go with Atlassian and use 
Basecamp. 
We decided we’re going to get everybody, yeah we need to increase 
our support maintenance for current revenue we’re losing out on.  
So we thought well we’ve never given an increase in 10 years, we’re 
going to increase the support.  So this whole little exercise here, all 
is with the SPR support price increase – all that was just developed 
probably within a month or something, they went and put you know 
the fields stuff, the new support price, what the monthly increase is, 
the amount that they’re underpaying, if they’re exempt from 
increase. You know the reason for the exemption, all that kind of 
stuff.  So anything to do with increase, so this was a recent 
development 
“I can check our margins, like what margins we’re doing.  So we 
might decide to increase the costs or we monitor what our costs are, 
like what we’ve bought the products for and what we’ve sold them 
for and then we can check like with the project management you can 
say well we sold them three days training but we ended up actually 
giving them four days training” - COO 
2 Business 
Systems 
Thinking 
 Understands connections and  
interdependencies in business 
activity (Feeny and Willcocks 
1998a) 
 
 Contributes to problem solving, 
process reengineering activities  
(Willcocks et al. 2006) 
 
 Ensuring IS/IT capabilities are 
envisioned in every business 
process  
 Evaluation of SaaS tool for 
customer surveys  
 Creation of dashboard for 
internal KPIs 
 Use of Salesforce in end to end 
processes 
I’m actually in the process at the moment of evaluating various 
survey tools, third party tools… so we’re actually looking to 
implement customer satisfaction surveys to you know really get an 
understanding about how our customers feel about our products, our 
services and what I have been doing in the evaluation process is 
really just looking at the different tools and seeing what they can 
give us, how trackable is the data, how easy is the experience for our 
customers, cost certainly is a factor. - Support Manager 
we didn’t have the dashboards but a little while back we decided 
okay we want to do the dashboards, so we created the dashboards.  
– COO 
Use of Salesforce Sales Cloud in sales, marketing, operations and 
customer installation activities. 
3 Relationship  Gets the business constructively  Sales and Marketing functions   
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Building engaged in operational IS issues 
(Feeny and Willcocks 1998a) 
 Developing users understanding 
of IT potential 
 Helping  users and IT specialists 
work together 
 Ensures Users ownership and 
satisfaction 
are managing SaaS 
operationalization and use 
 IT involvement is very 
minimum and not relevant in 
this case 
4. Architecture 
Planning 
 Creating a coherent blue print for 
a technical platform that 
responds to current and future 
business needs 
 Anticipates the technology trends 
to allow for firm to operate in 
effective and efficient platform 
    
5 Making 
Technology 
Work 
 Trouble-shoots problems rapidly 
which are being disowned by 
others across the technical supply 
chain 
 Address business needs which 
cannot be properly satisfied by 
standard technical approaches 
 Short term oriented and 
pragmatic 
 The marketing manager was 
addressing most of the SaaS 
related technology issues  
 Voluntary hard working and 
learning of employees for 
addressing immediate 
requirements 
 Set up quick short term 
pragmatic solutions 
Kristy used to do a lot, like even afterhours.  If she had to do 
something that she wasn’t quite sure, they’ve got really good 
training videos and things and that, study at night time.  She’d study 
the you know, the tutorials and stuff and little videos and things… 
COO. 
So probably two people have a lot of expertise in how to create 
templates, so we use Conga templates.  So probably find that two of 
them have got the experience in creating pages and creating you 
know creating whatever documents we want… COO 
I guess as the lead for our Salesforce what I try to do is build a map 
at the start of all of the fields we expect that we will require, which is 
all the ones I’ve just mentioned.  And I build them into the system.—
Support Manager 
6 Informed 
Buying 
 Manages IS sourcing strategy 
(Feeny and Willcocks 1998a) 
 Analyses the external market for 
IS/IT services 
 leading the tendering, 
contracting, and service 
management processes 
 Does not have a sourcing 
strategy 
 Support manager evaluation of 
support tools 
 
I’m actually in the process at the moment of evaluating various 
survey tools, third party tools.  I’ve been excited and disappointed 
by the various options out there.  Also let down by some of the free 
and different things that they offer.- Support Manager 
I found that with other areas that I’ve investigated previously.  It’s 
everything that you would look at in the marketplace, any time 
you’re going to the marketplace Salesforce will have an option, a 
solution, but in my experience – which is limited in terms of looking 
elsewhere for integrations, Salesforce will always provide you with a 
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partial solution. – Support Manager 
7 Contract 
Facilitation 
 Ensuring the success of existing 
contracts 
 Ensures problems and issues are 
resolved fairly within the long 
term relationships 
 No Evidence Found  
8 Contract 
Monitoring 
 Protecting business contractual 
position current and future 
 Holding suppliers accountable  
 Developing performance 
standards of the services 
 No  Evidence Found  
9 Vendor 
Development 
 Identifying potential added value 
of SaaS suppliers 
 Creates win-win situations for 
both vendor and business 
 No Evidence Found  
10 Benefits 
Management 
 Benefits Planning 
 Benefits Delivery(Cragg et al. 
2011; Peppard and Ward 2004) 
 Project management specific 
dashboards will be developed 
by COO in the December 
holidays 
 Support price increase projects 
 Customer surveys project 
“we manage all our sales through Salesforce….We manage our 
entire support disk, so we raise cases, everything, the whole support, 
everything to do with support”… COO 
“I want to do the same for the project management, put together 
some project management dashboards.  We don’t have any for those 
at the moment.  So we’ll do the same thin” 
So the other day we decided we’re going to get everybody, yeah we 
need to increase our support maintenance for current revenue we’re 
losing out on.  So we thought well we’ve never given an increase in 
10 years, we’re going to increase the support.- COO 
11 Managing 
Change 
 Making the business and 
organisation changes required to 
maximise benefits (Peppard and 
Ward 2004) 
  
12 Project 
Management 
 Managing project scope, time 
cost and schedule with inter 
disciplinary teams (Cragg et al. 
2011) 
 The customer installation 
projects are managed using 
Salesforce SaaS which involves 
multiple parties. 
 Complexity of projects 
determines the number of tasks. 
we’ve got projects here so like this one I would’ve hit New Project 
and then I’d go in and there’s a project and I’d choose, there’s 
different project templates.  So if it’s just a small one where they’ve 
just really like essentials where they’ve just bought one POS 
terminal, one printer, one cash drawer, a little bit of training and 
stuff, I’ll have a far more simpler project than what it is if they’ve 
bought 10 terminals and 10 printers and stuff like that.  Then if they 
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 Sales Cloud is used for the 
operational project tasks and 
activities 
buy that much hardware they’re inclined to buy a lot of modules so 
they’ll buy loyalty module, they’ll buy stock module, they’ll buy 
MYOB interface like MYOB training.- COO 
“There’s a whole lot of other things that they purchase, loyalties, so 
there’s a whole lot more work involved.  So then it’ll be the new 
implementation process, so that’s a whole lot of tasks.” 
13 Information 
Management 
 Ability to a) Provide data and 
information to users with 
appropriate levels of accuracy, 
timeliness, reliability  
 b) Provide connectivity with 
accessibility with reach and 
range and  
 c) tailor the infrastructure to 
address the changing business 
needs (Mithas et al. 2011) 
 COO can access to detail data 
at home in her mobile phone 
 Management and operational 
KPI using Salesforce 
dashboards 
 Maintaining a consolidated 
view of operational data with 
Salesforce 
 Ability to modify the SaaS 
infrastructure to capture more 
data as the business evolves 
during the growth of different 
product information 
 
So I sometimes use Salesforce on my mobile phone or I use it on my 
computer at home or I use it at my work and that’s where the 
security’s good because if I use my mobile phone it says oh you 
haven’t used this before on this platform.  Even if I do it from home, 
like from using that – every time I use it gives me the passcode to log 
in with- COO 
So even with our support, all the client terminals, the client 
terminals, the printers, the IP addresses, their licences, what 
modules they’re licensed for, everything gets tracked in Salesforce –
COO 
Just a while ago we decided we wanted to do all dashboards.  We 
want to do reporting, so a support concern you know we can look at 
the dashboard and immediately see which ones are over SLA, which 
ones are under SLA.  How many handles each support technician 
does, every case they’re given, how many times they handle it.  How 
many cases they’ve got open, how many they’ve closed this month, 
we can see how many cases have been opened and closed.  We’ve 
got graphics and things, dashboards and stuff.- COO 
So we start selling hardware and then we think okay well we need to 
record information about the terminals.  We need to record 
information about the printers.  Then with handhelds we need to 
start recording information about the handhelds.  We now start 
doing three tiers, so now we have a site server, we have a server in 
head office.  Because we’re running three-tier with the enterprise 
clients, that’s a new thing this year.  Now we’re going to start using 
site level servers, so we’ve got to record site level server information 
so the amount of information we need, we need to create new fields 
and data entry points and things. – Customer Manager 
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Appendix D 
Intermediaries Within-Case Analysis Data Tables 
D.1.1: Alpha Business Model Canvas Data  
Dimension  Data observations Related Source of data  
Customer 
segments  
 SMEs and Fortune 500 companies 
 Salesforce, Google and Service Now 
customers 
Alpha Website  
“take that vision and strategy and translate that 
in to the constraints of a particular product set, 
bet it service  now, Google or Salesforce.”.   
Customer 
Relationships 
 
 
 
 Dedicated Sales and Marketing Teams 
 Use of knowledge sharing Webinars and 
Blogs 
 Multi phased engagements 
 
 
 
Alpha’s website 
Customer 
Channels 
 Direct Channels 
 Strategic, Solutions and Technology partners 
 
Value 
Propositions 
 Provide Cloud Advisory Solutions 
 Technology integration services 
 Knowledge Expertise for Cloud 
implementation 
 Information integration 
 Systems integration with the users’ choice of 
SaaS offering 
 Customisation for all major SaaS  offerings 
“we’ll actually help you through advisory in 
terms of provide the advice…the expert 
knowledge we impart is where we add the 
value” ….  
“primarily it’s only ever going to be as good as 
the information that you put in to it.  So we’ll 
integrate it”,,, 
“What we find is with the three different products 
you’ve got products, what we provide as the 
intermediary is the ability to provide a solution 
for a customer.  So the product essentially is a 
vendor trying to produce something that’s a one 
size fits all.  Or customisable via some expert 
services and we are those expert services” 
Activities 
 
 
 
 
 
 
 
 
 
Key Resources 
 
 
 
 
 
 
 
Partners 
 
 
 Strategic alignment of SaaS for customer’s 
business goals 
 Functional translation to align requirements 
to selected SaaS offering 
 Development of SaaS components for 
customisation and integration 
 Data entry services, integration 
 
 
 
 
 
 
 Private equity funding 
 Global office locations 
 Functional knowledge 
 Architectural expertise 
 Technology expertise in three leading SaaS 
offerings  
 
 
 
 
 
 Strategic (Google, Salesforce & ServiceNow) 
 Solutions (configuration, implementation 
services) 
 Technology (complementary services) 
“consultants who are purely functional, so these 
are people who are able to take that vision and 
strategy and translate that in to the constraints 
of a particular product set” 
”We always talk about what the next couple of 
phases are with people.  A good example is after 
the, there are two more phases after the one that 
I’ve just delivered.  And the next phase is going to 
be integration with their finance department.” 
 “Data entry.  It’s a very high level comment, I 
know.  But it’s not something that you’d ever 
metricate being in a small, medium enterprise” 
“We have people who are business architects, so 
understanding how the business actually works, 
its strategy, vision and how we make that 
happen.  We have consultants who are purely 
functional, so these are people who are able to 
take that vision and strategy and translate that 
in to the constraints of a particular product set, 
bet it service now, Google or Salesforce. We have 
technical leads as well, so these are people who 
are probably doing a little bit more coding.  So in 
each of those platforms there are unique codes 
that we can use.   
Alpha’s website 
Revenue 
Streams 
 Support contracts   
 Consulting revenues 
Researcher observations based on 
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 Programming revenues 
 Integration service revenues 
 
activities discussed by participants 
Costs  Branding  
 Physical offices around the globe 
 700+ employees 
 Sales & Marketing 
 Premium Partnership costs 
 
 
“So we have the UK, we have the US and we 
have Australia” 
 
D.1.2: Beta Business Model Canvas Data  
Dimension Interpretive Analysis Related Interview Quotes 
Customer 
segments  
 Emerging SME customers which 
includes micro, small and medium 
size firms that are using Salesforce 
already 
 
 Niche market (Salesforce customers  
only)  
“We have historically been working in 
the emergent small business space,”; 
“revenue wise, I would say more than 
50% of our business is actually 
medium.” 
“we’re only interested in people that 
have already recognised that 
Salesforce is the platform of choice for 
them” 
Customer 
Relationships 
 
 
 
 Providing personal services either at 
customer site or via emails, phone 
calls and social media 
 Community services through co-
ordination and facilitation of the  local 
Salesforce user group forums  
 
 
 Short term project orientation 
“So, the user group is run every two to 
three months.  It’s actually Salesforce 
community user group” “We do need a 
little bit more work to find out why, 
whether it’s a different location, 
whether it’s the time of the day, what 
are we presenting”. 
”On our books, customers that we have 
processed through the years is 
probably in the 100s” “I would say our 
active is about ten to 20” 
Customer 
Channels 
 Customers from direct as well as 
referrals from supply side partnerships  
“We get our leads, a lot of our leads 
come from referrals”, “so it is word of 
mouth and referral” 
Value 
Propositions 
 
 
 
 
 Increasing customer awareness of the 
relevant features of the new releases 
through regular knowledge sharing 
sessions 
 Provide best practices based 
knowledge about usage of the 
complimentary products and services. 
 
“We quite often say everything we know 
about Salesforce is out in the ecosystem 
there somewhat.  What you’re buying 
from us is best practices, immediate 
access to that knowledge and 
experience of what works and doesn’t 
work” 
“We encourage knowledge transfer to 
the super user or the administrator of 
the system” 
Activities 
 
 
 
 
 Include development, customisation, 
integration and data migration related 
to  Salesforce ecosystem only 
 Scope of activities address the 
technology specific needs of the 
customer  (implementation, support, 
data migration)  
“We provide consultancy services and 
integration services and support 
services for those existing customers, 
for those customers” 
Key 
Resources 
 The skills and automation experience 
of the owner 
 
 
 
 
“Got involved in automating Excel, 
automating Microsoft Access through 
to building large SEQL server business 
intelligence tools.  So business objects 
over a SEQL server reporting database 
that was consolidating data from 
   
©2014 Nagarajan Venkatachalam Page 375 
 Consultants with certified knowledge 
in Salesforce ecosystem 
 
 
 
 
 Access to global software 
development resources 
 Limited hardware infrastructure and 
use of cloud-based services  
operational systems 
“Myself, a certified Salesforce 
administrator, developer and Sales 
Cloud consultant; xxxxx is a certified 
Salesforce administrator, an advanced 
administrator, and she does first line of 
support as well as configuration work; 
xxxxx is full time account management 
and business development” 
Partners  The partner relationships are limited 
to the Salesforce ecosystem and 
related niche service providers 
Based on the intermediaries’ website 
information. 
Costs  Key cost contributors are from human 
resources, office space and global 
development resources 
 
 
Revenue 
Streams 
 Transaction-based pricing based on 
the project duration and services 
offered to individual customers 
“as a small business, we encourage 
small businesses to learn, but they’ve 
got to help themselves, because they 
can’t afford us to help them”.  
“definitely looking for smaller, 
profitable shorter engagements rather 
than less profitable longer 
 
 
D.1.3: Delta Business Model Canvas Data 
Dimension Interpretive Analysis Related Source of Data  
Customer 
segments  
 Includes small, medium and 
large enterprises as its 
customers.   
 More than 80% of the 
customers are SMEs 
 Customers from all 3 cloud 
services (SaaS, IaaS and PaaS) 
Out of 79 we have about 12 are large and rest 
are SMEs. 
 
Delta website-based information  
Customer 
Relationships 
 
 
 
 Dedicated personal service 
workshops at the customer 
sites  
 
 Customer engagements 
through vendor conference 
participation. 
 
 
 Long-term repeat customer 
relationship orientation 
 
Everything stems from the workshop.  We 
always do the workshops with stakeholders 
before we implement anything. 
As a Salesforce partner, they are able to support 
us and able to introduce to more people … They 
have been working with partner ecosystems, 
they send us leads, they work us on the events 
Look we want the best for the client and we want 
the customer for life and  pay us monthly 
revenue every month and referring us many 
many more deals so it is a win win. 
Customer 
Channels 
 Direct 
 Vendor partnerships 
Delta’s website-based information 
Value 
Propositions 
 
 
 
 
 Provide advisory role to enable 
the customers with evaluation 
and selection of SaaS solutions 
 
 
 
 
It is all about identifying the strategy, you have 
the funding to execute on that, where the funding 
is going to come from, you have the people to 
implement and the most important thing is what 
your execution plan is? We cover all four pillars 
of a business. We are more like a business 
coach. 
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 Integrated value from 
combination of service from: 
a) Customer specific SaaS  
solutions, b) platform-based 
customisation services, c) 
infrastructure services 
 Mandated data cleansing and 
loading services to avoid user 
errors and ensure data 
cleanliness 
 
 
 Troubleshooting of issues 
arising from customer’s own 
implementation attempts 
 
Our fully custom Cloud Solutions provide the 
latest in software, tools, servers, storage and 
security via the internet.   
 
Data integrity..,,We sort of mandate that.What 
tends to happen is that people try to do it 
themselves, and ends up very very messy. We 
say to them, you have to let us do that properly 
SaaS model is the future and every SME we 
talked to understands that and some of them try 
to do themselves and we love those clients since 
they always stuff it up. They have to come to us 
 
Activities 
 
 
 
 
 Includes development, 
customisation, integration of 
SaaS, PaaS & IaaS 
 
 
 Provides data cleansing, 
integration and localisation 
activities   
 
 
 Aligned towards customer’s 
strategic use of the software 
and infrastructure services 
We analyse our clients or potential clients quite 
intimately to know what their business process 
is from start to finish and customise. We create 
a customised platform 
They are also ask about the data 
sovereignty…we can build an intermediary so 
that all data stays in Australia 
The biggest thing is, before we do any SaaS, we 
sit down with them and do  a full strategic 
workshop…. the derivative of this workshop 
gives them  a blue print and the blue print says 
that you can take Salesforce from off the shelf 
and customise it 
Key 
Resources 
 The skills and entrepreneurial 
experiences of the managing 
director.  
 Success stored from existing 
customers 
 Infrastructure and associated 
services providing experience 
 Access to local and global 
software development 
resources 
http://www.itassociates.com.au/about/managing-
director.php 
http://www.Delta.com.au/resources/videos/ 
 
 
We create a customised platform…. sales cloud 
is an integral part of that…. the force.com 
platform you can build applications on that. One 
of programmers can create customised 
applications for our clients. 
Partners  Infrastructure partners 
 Platform partners 
Delta’s website information 
Costs  Human resource costs,  
 Physical  office space,  
 Local and global development 
resources  
 Hardware infrastructure & 
Redundant network 
connectivity related costs  
 
Based on researcher’s visit to Delta’s office 
 
Salesforce has multiple redundancies and 
similarly we have multiple internet connections 
with the customers so that they always have 
connectivity  
 
Revenue 
Streams 
 Two or three year services 
subscription model 
all our cloud service offerings give a 5 year 
contracts and a lot of them say we want to go 
for the next 3 years.  I see a lot of businesses 
especially small ones are very short-term 
focused. Surprisingly the mobile service 
companies got it town packed, all of them sign 
a 2 year contract  all the internet service 
companies 2 year contracts and SaaS contract 
are 12 month contract. 
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  Cross-Case Analysis Data Tables 
E.1.1:  Sourcing Cross-Case Analysis  
Sourcing 
Activity 
Rentals Manufacturer Telecom Optimise CM-
Software 
Retail POS 
Size, Type MED, NIT MED, NIT MED, NIT SM, IT SM, IT MED,NIT 
Service 
Requireme
nts 
Business 
model 
change, old 
system's 
issues, cost 
savings; 
management 
information  
Old 
technology 
issues, 
Chairman’s 
need for 
consistent 
view of global 
sales 
Management 
reporting 
needs; in-
house IT 
system 
constraints 
Individual 
preferences, 
cost savings 
Brand 
Image, 
best 
practices 
of sales 
and 
marketing; 
multi-
currency 
support 
Cost 
savings, 
ongoing 
business 
changes, 
reporting 
require-
ments 
Vendor 
Selection 
Vendor 
demonstratio
ns for 
established 
SaaS; trial 
period 
testing for 
unproven 
SaaS 
No local 
evidence; was 
done by HQ 
operations in 
the US 
Formal 
evaluations 
by IT team 
Informal 
evaluations; 
individual 
user 
preference-
based  
No formal 
evaluation 
IT and user 
involveme
nt  
Contract 
Agreemen
t 
Two year 
contracts for 
Salesforce, 
purchase 
block of 
hours with 
intermediary 
No local data, 
maintained by 
HQ in the US 
Multi-year 
contracts 
with vendor 
and 
intermediary 
Short-term 
contracts 
Short-term 
contracts 
Short-term 
contracts 
Service 
Implement
ation  
Customisatio
n and 
configuratio
n use of 
Alpha; six 
months 
duration 
Extensive 
customisation 
and 
configuration; 
limited use of 
SaaS 
intermediaries; 
9 months of 
imple-
mentation 
Ongoing 
customisatio
ns; use of 
SaaS 
intermediary 
six months 
for imple-
mentation 
Limited 
customisatio
n or 
configuratio
ns; no 
intermediary 
use 
Significant 
customi-
sation; 
developing 
add-on 
solutions 
for 
Salesforce 
application
s; no 
intermedia
ry use 
Extensive 
customisati
on and 
configurati
ons; needs-
based 
consultant 
use; 
ongoing 
customi-
sations 
Service 
Measurem
ents 
No formal 
measures of 
service 
levels or 
quality 
metrics; high 
rating of 
reliability 
No formal 
measures of 
service levels 
or quality 
metrics; high 
rating of 
reliability 
No formal 
measures in 
evidence for 
quality or 
SLAs; data 
quality was a 
concern 
Informal 
comparative 
measures of 
Salesforce 
and other 
SaaS in use 
No 
evidence 
of any 
formal 
measures 
for quality 
and SLAs 
No 
evidence 
of any 
formal 
measures; 
rates 
reliability 
and 
availability 
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as high 
 
 
E.1.2: Salesforce Use Cross-Case Analysis  
SaaS Processes/Tasks Rentals 
Manu- 
facturer Telecom  Optimise 
CM- 
Software 
Retail 
POS  
Marketing YES YES YES YES YES YES 
Contacts Maintenance X X X X X X 
Campaign/Function 
Management 
 
X X     X 
Leads Tracking and 
Reporting X X X X X X 
Web Lead Generation X 
 
      X 
Management Dashboards X X X X X X 
Sales YES YES YES YES YES YES 
Opportunity Tracking X X X X X X 
Contract Management X X X X X X 
Partners Collaboration     X   X   
Competitor Analysis X X         
Customer Accounts 
Management X X X X X X 
Quotes Management 
 
X X     X 
Sales User Training  X X X       
Quality Assurance   X         
Forecasting X X X     X 
Lost Sales Tracking X         X 
Management Dashboards X X X X X X 
Customer Services YES YES NO NO YES YES 
Project Management       
 
  X 
Case Management       
 
X   
Collaboration X X   
 
X X 
Workflow Integration   X       X 
Task and Activity Tracking X X   
 
  X 
Service Dashboards X X 
  
X X 
       
Other SaaS Applications YES 
N
O 
N
O 
YE
S 
YE
S 
YE
S 
Property Maintenance 
Operations X          
HR (Timesheets, 
Recruitment) X     X     
Hardware Monitoring       X     
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Customised Contracts         X X 
Finance     X X X 
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E.2.1: Selected Complementarities Cross-Case Analysis 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Complementarities Rentals Retail POS  CM-
Software   
Optimise           
 
Manu-
facturer  
Telecom        
 
 
Individual 
expertise 
Ex sales 
manager 
as CDO 
COO’s 
project 
manageme
nt 
experience  
Ex 
Accountan
t in 
Director 
Role 
CEO 
experience 
with 
Boeing 
Ex network 
expert in 
CRM 
Manager 
role 
Business 
Analyst 
experien
ce in old 
system 
Process orientation CDO 
creation of 
32 internal 
processes   
 Mapping 
of support 
process 
with tool 
CEO 
initiating 
process 
thinking 
ISO 9001 
certified 
process 
 
Learning by doing/ 
Experimentation 
Trials with 
Geopoint, 
Cloudamp 
and 
Jobscience 
Trialling 
customer 
survey 
apps 
Develop 
their own 
contract 
module 
Trials with 
little 
known 
SaaS apps. 
Testing 
Dupe 
catcher app 
exchange 
Trial 
with 
Marketo 
Strategic 
orientation 
Specific 
growth 
plans; 
Large firm 
thinking 
Growth 
plans  for  
Perth and 
Adelaide 
Growth 
with new 
Salesforce 
Support 
service 
offerings 
Grow 
Optimisati
on  
services to 
SME 
market 
share with 
SaaS 
Growth in 
new 
markets 
like India, 
China 
Increase 
Infrastru
cture 
services 
for cloud 
provider
s 
Organisational 
adaptation 
Asking the 
Why 
question to 
look for 
improvem
ents 
Incorporate 
the growth 
of products 
and 
services 
into the 
SaaS 
Informa-
tion 
Director’s 
view on 
willingness 
to change 
and adapt 
for all 
SMEs 
Hiring 
marketing 
manager 
with digital 
back-
ground 
Structure 
training 
and gover-
nance 
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E.3.1: Intermediaries Business Model Cross-Case Analysis     
Business 
model 
element 
Alpha Beta  Delta 
Customer 
segments  
 SMEs and Fortune 
500 companies 
 Salesforce, Google 
and Service Now 
customers 
 Micro, small and medium 
size firms that are using 
Salesforce already 
 Niche market (Salesforce 
customers  only) 
 Small, medium and 
large enterprises as its 
customers. 
 Customers from all 
three cloud-based 
services market 
Customer 
relationships 
 
 
 
 Dedicated Sales 
and Marketing 
Teams 
 Use of knowledge 
sharing Webinars 
and Blogs 
 Multi phased 
engagements 
 
 
 
 Providing personal 
services  
 Community services 
through co-ordination and 
facilitation of the  local 
user group forums  
 Demonstrate short term 
project orientation 
 Dedicated personal 
service workshops at 
the customer sites and 
provision of automated 
Software and 
infrastructure services 
 Community 
engagements through 
vendor conferences. 
Customer 
channels 
 Direct Channels 
 Strategic, 
Solutions and 
Technology 
partners 
 Local interactions 
 Referrals from supply side 
Salesforce ecosystem 
partnerships  
 Direct & partnership-
based channels. 
 Cross selling of 
services to existing 
customers. 
Value 
propositions 
 Provide Cloud 
Advisory & 
Technology 
Services 
 Offer Cloud 
implementation 
 Address Systems 
integration 
requirements with 
the choice of SaaS 
offering 
 Application 
Customisation for 
all major SaaS 
service  offerings 
 Increase customer 
awareness of SaaS-based 
opportunities 
 Knowledge Sharing for  
best practices with 
implementation 
 Information sharing of 
customer specific 
complimentary services 
 
 Provide advisory role to 
support the customers 
SaaS purchasing 
decisions  
 Integrated value offered 
through combination of 
cloud services namely 
SaaS, PaaS and IaaS 
 Troubleshooting of 
technical issues  
 Mandated data 
cleansing and loading 
services  
 Data Sovereignty with  
local storage  
Activities 
 
 
 
 
 
 
 
 
 
 
Key 
resources 
 
 Strategic 
alignment of SaaS 
for customer’s 
business goals 
 Functional 
translation to align 
requirements to 
selected SaaS 
offering 
 Development of 
SaaS components 
for customisation 
and integration 
 
 Private equity 
funding 
 Global office 
 Development, 
customisation, integration 
and data migration related 
to  Salesforce ecosystem 
only 
 Scope of activities address 
the technology specific 
needs of the customer  
(Implementation, support, 
data migration and back-
ups) 
 
 
 
 
 
 The skills and automation 
 Conduct business 
analysis workshops 
 Development, 
customisation, 
integration of SaaS, 
PaaS & IaaS 
 Data cleansing, 
integration and 
localisation services   
 Activities are aligned 
towards customer’s 
strategic use of all three 
cloud  services 
 
 
 
 The skills and 
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Partners 
locations 
 Functional 
knowledge 
 Architectural 
expertise 
 Technology 
expertise in three 
leading SaaS 
offerings  
 
 Strategic 
 Solutions 
 Technology 
experience of the owner 
 Consultants with certified 
knowledge in Salesforce 
 Access to global software 
development resources  
 Use cloud-based 
infrastructure services 
 
 
 
 
 
 
 
 Partnerships are with 
Salesforce ecosystem 
solution providers only  
entrepreneurial 
experiences of the 
managing director. 
 Consultants with 
technology expertise 
 Access to local and 
global software 
development resources 
 Physical and IT 
Infrastructure  
 Customer specific 
knowledge from the 
existing service 
subscriptions 
 The partnerships are 
broader and with all 
three cloud service 
vendors  
Revenue 
streams 
 Support contracts, 
Consulting fees 
 
 Transaction-based pricing  
 Project duration and 
services offered to 
individual customers 
 Revenue predictability  
with multi-year  
subscription model  
Costs  Branding  
 Physical offices 
around the globe 
 700+ employees 
 Sales & Marketing 
 
 Human resources, office 
space  
 Use of global development 
resources 
 
 Human resource costs, 
physical office space, 
local and global 
development resources 
 Costs are also from  
hardware infrastructure 
& redundant network 
connectivity-related 
costs  
 Physical space-related 
costs 
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E.4.1: Benefits Cross-Case Analysis 
 
SME  
Transformational Strategic Transactional Informational 
Improving 
business 
models, 
processes 
and 
structure 
Developing 
new 
business 
plans and 
org. 
capabilities Growth 
Customer 
Services 
Competit
ive 
Analysis 
Cost 
Effi-
ciency 
Operatio
nal 
Effective
ness Visibility Quality 
Avail-
ability Reliability 
Rental Services X 
 
X X X X X X X X X 
Global Manufacturer X 
   
X X X X X X X 
Telecom Services 
       
X X X 
 Optimisation Software 
 
X 
   
X X X 
 
X 
 Content Management Software 
 
X 
 
X X X X X 
 
X X 
Retail POS Solutions 
  
X X 
 
X X X X X X 
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